CITY OF LODI EOUNEl. EOMMUNICATION

AGENDA TITLE: Receive City of Lodi Transit Needs Assessment and System Plan
MEETING DATE: August 19. 1992

PREPARED BY: Assistant City Manager

RECOMMENDED ACTION: The City Council receive the City of Lodi Transit
Needs Assessment and System Plan.

BACKGROUND INFORMATION: For the past number of years the City of Lodi has
heard at 1its Ummet Transit Needs hearings the
statement, “"The City needs a fixed route bus
system.” After the 1991-92 hearing the City of Lodi,

in conjunction with San Joaquin County Council of Governments (COG), hired the

transportation plenning firm of Arthur Bauer &Associates, Inc. to evaluate the
long-term transit needs in the City of Lodi.

The bottom line of the study is a recommendation that the City develop fixed
route service as an adjunct to the present demand response service.

The report gives a set of short and long-term steps to fully implement their
recosmendations. The final chapter of the report outlines a financial and
capital plan utilizing Urban Mass Transportation Administration (UMTA) funds as
well as Transportation Development Act ({Tpa) funds.

It is suggested this plan be presented to the City Council at a "Shirtsleeve
Semsion.” Before that date, copies should be Tforwarded to the Ad Hoc
Transportation Committee and to the Chamber of Commerce Government and
Transportation Review Committee SO those organizations can provide input and
cemment as the Council considers these recommendations.

A copy of the report is on file in the office of the City Clerk.

FUONDING: None required
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SECTION 1

Introduction, Summary of Rndings, and
Recommendations

The San Joaquin County Council of Governments (COG). working in conjunction with the City of
Lodi, has retained Arthur Bauer & Associates, Inc. and Meta Information Services to prepare a
transit needs assessment for the City of Lodi. The purpose of the assessment is to:

o Conduct an assessment of the (/S «xisting and near-tern transit
needs;

- Evaluate the City’s ability to respond to these needs; and based on
this analysis.

. Prepare a final report With specific recommendations and zn
implementation schedule for system improvements.

Tasks m performing this study included gathering data describing the existing transit system,
conducting both community and on-board transit surveys, developing a set of system goals and
objectives, evaluating short-term capital and operating costs, and preparing a set of
recommendations and an implementation schedule for transit system improvements

Material m this assessment draws upon land use, population, employment, and housing data
obtained from city and county planning documents and from conversations with Staff from Lodi
Public Tiar=it,, the City Managers Office, and the city planning department. Information on
existing Wit service was obtained from a review of the City of Lodi’s Five Year Transit Plan:
1985-1989, the COG’s annual Analysis and Determination OF Unmet Transit Needs (FY 1991-1992),
and firom other documentation previded by the City of Lodi and the COG.

1-1 Arthur Bauer| & Associates, Inc.



TRANSIT SYSTEM ISSUES

By providing convenient. reliable. and affordable transit service. Lodi Public Transit, a demand-
| |
type service, has been successful in meeting the transit needs of Lodi residents,

particularly the elderly and handicapped, It is dear. however. that with population growth and
economic development, the existing System sometimes has difficulty in meeting its service
dojectives. In addition. based on testimony presented through the annual transit needs hearing
process conducted by the city and the COG. it is evident that a change i als0 occurring in the
transit needs of people using the system. Increased service hours. transit service to the county
hospital and courthouse in Stockton. the establishment of fixed mute service, and the provision of
intercity sarvice between Lodi and Stockton have been suggested.

Quyoort for increased transit service in Lodi may reflect the general level of public support towards
transit found at the county, state, and federal level. This support has been demonstrated several
different ways. Measure K, adopted by San Joaguin County voters in November of 1990, raised
the county sales taX one-half cent to finance transit and other transportation improvements in the
county over the next 20 years On the state level, voter approval of Propositions 108.111, and 116
in June of 1990 also provided substantial increases in funding available for transit and highway
improvements, local road and street repairs, and congestion relief projects. Finally, recent
congressional passage OF the Intermodal Surface Transportation Efficiency Act provides for a
significant increase in federal funding for transit over the next six years.

Passage of Propositions 108and 111also triggered new state requirements for réducing automobile
congestion in urban arees. San Joaquin County and other counties with urbanized areas with

greater than 50,000 people were required to prepare congestion management programs that rely,
In part, on the use of transit for improving overall mobility.

Finally, requirements under the Califomia Clean Ar AL and the federal Clean Alr Act
Amendments of 1990 encourage the development of transit as a method for reducing regulated air
pollutants. These requirements also have the effect of helping decrease traffic congestion and
improving transportation system efficiency.
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TRANSIT SYSTEMISSLU =S

By providing convenient. reliable. and affordable transit service. Lodi Public Transit, a demand-
response type service, has been successful in meeting the transit needs of Lodi residents,
particularly the elderly and handicapped. 1t is dear. however, that with population growth and
economic development. the existing system sometimes has difficulty in meeting its service
dojectives. In addition. based on testimony presented through the annual transit needs hearing
process conducted by the city and the COG, it is evident tha: a change is also occurring in the
transit needs of people using the system. Increased service hours, transit service to the county
hospital and courthouse in Stockton, the establishment of fixed route service, and the provision of
intercity service between Lodi and Stockton have been suggested.

Support for increased transit service in Lodi may reflect the general level of public support towards
transit found at the county. state, and federal level. This support has been demonstrated several
different ways. Measure K, adopted by San Joagquin County voters in November of 1990, raised
the county sales tax one-half cent to finance transit and other transportation improvements in the
county over the next 20 years.  On the state level, voter approval of Propesitions 108, 111 and 116
m June of 1990 also provided substantial increases in funding available for transit and highway
improvements, local road and street repairs, and congestion relief projects. Finally, recent
congressional passage OF the Intermodal Surface Transportation Efficiency Act provides for a
significant increase in federal funding for transit over the nu! six years.

Passage oOf Propositions 108 and 111 also triggered new state requirements for reducing automobile
congestion in urban areas.  San Joaquin County and other counties with urbanized areas with
greater than 50,000 people were required to prepare congestion management programs that rely,
in part, on the use of transit for improving everall mobility.

Finally, requirements under the California Clean AIr Act and the federal Clean Air Act
Amendments of 1990 encourage the development of transit asa method for reducing regulated air
pollutants. These requirements also have the effect of helping decrease traffic congestion and
improving transportation system efficiency.
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These circumnstances establish a framework for transit planning that includes the following themes:

= Actions must be taken that will contribute to the improvement of
transit secvice in the City of Lodi;

. On a local and regional level, actions must be taken that will
contribute to the improvement of regional air quality;

. Land use planning must 5« linked to transportation. e.g., the demand
for travel generated by new development must be consistentwith the
supply of transportation facilities and services; and

o Management Of traffic must be done to ensure that there is no
further degradation oF operating levels of service on the Street and
road system during peak travel hours.

Although responding to thesethemes is not solely the responsibility of the trarsit sector and does
require the development Of a coordinated transportation System response, the purpose of this

assessment and plan is to evaluate Lodi Public Transit and its future role in providing transit
service in Lodi

REPORT ORGANIZATION

The report is organized into seven sections. The remainder of this first section provides a
summary of study findings and recommendations for implementation of transit system
improvements over the next five years. Section Two describes the existing system, its
organizational structure and operating history. Information s also included that provides the
reader with some summary geographic and demographic characteristics of the Lodi area.

Section Three describes the system's goals and objectives and performance standards. Where

appropriate, reference is made to the section of the Plan that discusses the particular performance
standards.
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The fourth section contains an evaluation of the service program and opetations. Specific
operational areas discussed include transit system management and organization, service planning.

personnel management and training financial planning and control, and marketing and public
relations.

Section Five describes the results of the on-board and community surveys conducted as part of the

transit assessment. A covparison of the two data sets is provided along with some conclusions
about public attitudes towards transit in the City of Lodi,

Section Six contains the recommended five-year operating plan and implementation schedule for

the system. Also discussed are federal statutory and regulatory requirements for transit system
compliance With the Americans With Disabilities Act.

The It section, Section Seven, contains the racommended financial and capital plan for the five-
year planning period. Included is ayear-by-year capital program listing the purchases and projects
needed for operation of the system. A discussion and justification for each project listed is

included. Revenue sources including income Tromthe farebox and other sources are described and
projected for the planning period.

Included in the Appendix is detailed information ON the o surveys undertaken as pan of the
transit assessment.

FINDINGS

= Betwesn 1970and 1990 the city’s population grew by 81 percent and
is expected to grow by another 475 percent between 1990 and the
year 2010. Housing and employment will also increase significantly
during the next twenty years.

. Lodi Public Transit ridership has increased from nearly 56,400 to
86,600 berween 1982 and 1991. Average ridership is approximately
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260 people per day, with 80 percent of the passengers either elderly
a handicapped.

Lodi Tad operates 24 hours a day seven days a week. Between July
1990 and June 30, 1991, the taxi company carried 18,500 people.

Specific transit system goals and objectives include (I) meeting the
transit needs of all city residents; (2) providing for efficient and cost-
effective transit service; (3) maximize management and operational
resources; (4) secure stable sources of funding; (5) increase ridership
by fostering community support for the transit system; and (6)ensure
that the service operates with the highest level of reliability and
customer appeal

Between FY 82-83 and FY 90-91, the transit system achieved an

average farebox recovery rate of 17.8 percent, a rate well above the
ten percent minimum required by state law.

The city has a goal of having passengers picked up within 45 minutes
after they call the dispatcher. However. when there is heavy demand
for transit service (i.e., when calls exceed 300 a &), it can become
difficult for the system to meet this goal.

Due to concern about overburdening the transit system, neither the
city nor the operator has publicized availability OF the service. Even
with the absence oF a marketing program, passenger ridership
continua to increase.

In comparing the on-board and community survey resulits, on-board
respondents rated Lodi’s transit system much higher than telephone
respondents. It is not surprising that people who ride the transit
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system are more favorable than the general public, many of whom do
not use transit.

- Both groups expressed strong support for establishing Sundayservice.
In addition, there is greater community support for fixed route
service than found among existing transit users.

RECOMMENDATIONS

Lodi Public Transit should begin a three phase gradual program for implementing both demand-
response and fixed route transit service for Lodi residents. Implemented over a five year period.
the phased program will consist of the following elements:

= Phase | - Develop/Implement Transition Strategy, July 1992 through
June 1994, This phase will consist OF acquiring farger vehicles,
improving the existing dispatch system hiring additional personnel,
initiating Sunday and passenger reservation/subscription service,
purchasing an automated data reporting system, securing FTA
Section 9 funding, and preparing a transit system marketing plan.
The principal service goal iS to reduce passenger wait time from 45
to no longer than 30 minutes.

o Phase II - Prepare An Operational Plan, July 1993 through June
1994. The plan will include details on proposed fixed routes,
scheduling and equipment requirements, farebox structure, estimates
ofcapital and operating costs, marketing and promotion. and how
fixed route service will operate. The plan should also discuss how

best to integrate the fixed route and demand-response transit
services,

= Phase I1I - Implement Fixed Route and Demand-Response Service,
July 1994. The fixed rcute service will consist of six vehicles
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operating on three routes. Lodi Public Transit will need to closely
monitor both fued route and demand-responseridership and system
costs.
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SECTION 2

Current Service Characteristics

This section describes public transit service provided in the City of Lodi. Specific issues discussed
indude the operation of Lodi Public Trarsit, its major transit destinations and ridership. fare

structure. and system maintenance requirements. In addition. the City of Lodi is served by Lodi
T&d which is also described in this section.

LODI PUBLIC TRANSIT

Lodi Public Traslt.a demand-responsive type service sometimes referred 1o as Dial-A-Ride.
currently consists df five full-size wagons, three sedans, and two wheelchair-accessible vans that are

owned by the city and operated by Lodi Cab Company. Each vehicle can comfortably accommodate
four to frve passengers.

Service Area

The transit system service area consists of the City of Lodi, plus the unincorporated areas of
Woodbridge, the Arbor Mobile Home Park in Acampo, and the Freeway Mobile Home Park
located south of the Lodi City limits. Service to this unincorporated area is provided under a

contractual arrangement between Lodi and San Joaquin County. Added together. the service area
is approximately 18.5 square miles in size.

As shown in Figure 2-1, the city is served by a grid pattern street system. Major north-south
roadways include Lower Sacramento Road, Ham Lane. Hutchins Street, Church Street, Stockton
Street, Central Avenue, Cherokes Lane/B-99, and Slate Route 99. Major east-west facilities
indude Turner Road, Lockeford Street, Elm Street, Pine Stre:t, Lodi Avenue, Kettleman Lane

(State Route 12). and Hamey Lane. Kettleman Lane provides regional access to and from the
west,
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Area Powation. Housina and Emplovment

Berween 1970 and 1990 the city's population grew nearly 81 percent and is expected to grow by
another 47.5 percent between 1990 and 2010. Significant increases in housing and the number of
jobs in Lodi are also anticipated during the next 20 years. Table 2-1 below illustrates actual and
projected growth and development between 1970 and 2010 for the city.

Table 2-1

Growth and Development In the City of Lodi,
Actual and Projected: 1970- 2010

Housing
Year Population Units Employment
1970 28.601 10,333 Unavailable
1980 35221 uan 15,096
1990 51.874 19,561 1913%
2000 62789 23,479 24253
2010 76,59 28,621 .47

Source: City Of Lodi General Plan and the San Joaquin County Council of
Governments, 1992,

principal industries in the study area include agriculture, food processing, health services, and retail.
Major employers include General Mills (900 emplayees); Lodi Unified Schoo! OHITE (2,200);
Pacific Coast Producers (300 full-time and 1,500 seasonal); and Lodi Memorial Hospital (650).

Major Transit Destinations

Lodi Public Transit currently operates Monday through Friday from 7 am. to 7 p.m. and on
Saturdays between 9am. and S p.m. Based on discussions with city staff and a review of ridership
logs indications are that major travel destinations in the city indude Hutchins Street Square.
downtown Lodi, Lodi Memorial Hospital, several area grocery stores (Raleys, Frys, and Safeway).
the Vineyard shopping center on Kettleman Lane, Mervyn's Department Store. and Loel Center.
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Organizational Structure

Lodi Public Transit is operated under a contract between the (i of Lodi and Lodi Cab Company.
a private transportation provider. located at 510 East Lodi Avenue in Lodi. Overall management
of the contract is the responsibility of the Assistant City Manager while day-to-day operation of the
transit service is provided by the taxi company. The city sets policy, conducts planning, and handles
financial matters. The operator is responsible for hiring and training all operating personnel and
for supervision of daily operations. The city owns and maintains the vehicles, The contract
between the city and the taxi company requires that all normal operating expenses. inctuding fuel,
insurance, and maintenance costs be borne by the taxi company.

System Ridership

As shown in Table 2-2, 90 percent of the people who use the system are elderly Or handicapped.
In addition, over 95 percent of the paople who ride Lodi Public Transit are people travelling to and
from destinations within the city limits as illustrated in Table 2-3.

Transit system ridership has increased from 56,389 to 85,343 during a nine year period betwesn
Fiscal Yaar (FY) 82-83 and FY 90-91, a 513 percent increase. Average daily ridership is 260
passengers (Saturday tncluded in this caleulation). Vehicle service hours, the number of hours the

system has operated cver a 12-month period, has increased by 71.5 percent, from 9,448 to 16.200
over the Same timeframe,

There was also growth in the total number of revenue service miles, or the total number of miles
traveled by a vehicle used for public transportation for which a fare is cllected. Berween FY 82-
€3 and FY 91-92, revenue service miles increased from 97,529 to 189,200 per year. a 939 percent

increase over the ten year period. Table 2-4 shows the changes in these three transit system
parameters,
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Table24

Lodi Public Transit Operating Characteristics
FY 82-83 Through FY 91-92

Fiscal Number of Vehicle Service Revenue Service
Year ® Passengers Hours Miles
82-83 5.30 Unavailable 97,529
8334 62.812 o048 106.140
84-85 60,238 9,342 107.00
85-86 71.59 9.0 107.971
86-87 74,771 11220 13640
87-88 76.207 12,000 140.00
88-89 0.8 269 141. 67
89-90 74538 13,580 156,104
90-91 81,130 14.90 178.488
91-92 86,600 16.20 18.20

* FY 82 through 90 are actual; FY 91-92 is projected by the city.

Source: City of Lodi Transit System Performance Audits. June 1986and June 1980,
and the April 1992 COG draft publication entitled Analysis and Determination of

Unmet Transit Needs for Fiscal Year 1992-93.
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SECTION 3

System Goals and Objeciives

A number of program issues ultimately wili influence the provision of transit sarvice in the city.
These ISSUeS include planning service demand, funding. and institutional issues, This portion of
the report describes these issues and creates the framework for the development of transit system
goals and objectives.

PLANNING ISSUES

Planning issues in a developing area arc critical to the performance of transit service over time
because the factors undertying growth will determine whether transit service in Lodi should evolve
from a demand-responsive type service to a fixed route transit service, The growth factors are
population and land use, e.g., mix and location of housing and employment Other planning related

factorsinclude air qality and congestion management which lirk both land use planning and
transportation.

Demographics

. . !
As described In the last section, the city’s population is expected to grow 475 percent between 1990
and 2010. The city also anticipates significant increases in housing and employment, with the

number OF housing units increasing by 48.6 percant and the number of Joos increasing by 60.7
percent over the next 20 r=ars.

Local Land Use

In April of 1987 the City of Lodi began its process for updating the city's general plan. During the
following year the city council. planning commission, and the general public considered three
different planning options which were evaluated for their impacts on land use, housing population.
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employment. public services, and transportation. As a result of this analysis the city council in
March of 1989 selected a land wse plan calling for a 2.0 percent (compounded) limit on growth

which is to be implemented through the approval of a limited number of resideritial (both single
and multi-family) building permits each year.

Air Quality

While air quality has emerged as a significant issle. :he response to the concern provides both
opportunities and constraints, The constraints in the extreme may invelve curtailment of
development in non-attainment areas. On the other hand. responding to the problem of

substandard air quality presents the City of Lodi with an opportunity to maximize the benefit of
public transit.

Responsibility for implementingan air quality program, which is required by law, rests with the San
Jeaquin \Alley Unified AIr Pollution Control District. Tie District includes all ofthe San Joaquin
Valley Air Basin and represents nearly 28 million residents living in San Joaquin, Stanislaus
Mercad, Madera, Tulare, Kings, Fresno, and Kem Counties.

Under federal and state law, the air pollution control district must adopt a program that has a
heavy transportation component, including the following:

' Implement reasonably available transportation control measures;
. Establish an indirect source control program;

. Develop public education programs to promote actions to reduce
emissions from transportation and areawide sources;

- Develop agreements with implementing agencies; and

. Establish monitoring and compliance procedures,
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Compliance with air quality requirements may present the opportunity to link long range transit
development with land development.

Congestion Management

In November of 1991, the San Joaquin County Councill of Governments adopted a Congestion
Management Program (CMP) for San Joaquin County. The CMP is designed to reduce
automobile congestion by (a) coordinating land use, air quality, and transportation planning within
the county, and (b) integrating local, regional. and state planning policies. One way of reducing
congestion is by encouraging the use of transit as a transportation aiternative. AS a result, the

CMP describes specific transit standards and sets minimum performance requirements :hat are to
be implemented by transit operators in the county.

SERVICE DEMANDISSUES

There are several service demand issues which should be considered: compliance with the
Americans with Disabilities Act, future establishment of fixed-route transit service, and the

development OF inter<ity transit service between Lodi and the City of Stockton. Each of these
issues B discussed below.

Compliance With ADA

In 1990 congress enacted the Americans With Disabilities Act (ADA) whiich is designed to provide
equal access for personswith disabilities t0 transpartation, public accommodations, public services,
and telecommunications, The US. Department of Transportation has issued regulations to
implement the transportation element of the ADA. These regulations affect all transportation

providers, Whether or not they receive federal funding. Briefly. the regulations require the
following:

. Demand responsive transit systems must be physically accessible;
a-3 Arthur Bauer & Associates. Inc.



n Accessible features of vehicles must be maintained in working order
and wheelchair 1ifts must be tested on a regular basis;

= All employeeswho are in contact with disabled individuals must be
trained to operate vehicle equipment safely;

- All information services must be accessible to vision and hearing
impaired individuals; and

. Public transportation programs utilizing existing facilities must be
accessible when viened in their entirety.

Similar requirements exist for fixed route transit service. As mentioned earlier. ly two of Lodi
Public Transit's vehicles are wheelchair equipped at the present time. However. all contractor staff
regularly receive training for use df wheelchair ramps and other vehicle equipment., Due to the
importance Of this new law. Lodi Public Transit will need to continue monitoring the
implementation of ADA requirements.

Fixed Route Service

During the last several years a number of people living and working in Lodi have suggested the
need for establishing fixed route transit service for the city. In 1990 a group of social service
organizations and the city developed and circulated a iransit survey. The survey was designed to
determine the transit needs of Lodi residents. According to the COG's Analysis and Determination
oF Unmet Transit Needs for FY 91-92. the preliminary survey resuits indicated that a majority of
respondents who use Lodi Public Transit were satisfied with transit services but that 55 percent of
the respondents would use a fixed route bus system If it were available. City staff and members
of the city council are concerned, however, that insufficient funds exist to support a fixed route
system.
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Inter~city Transit Servics

Currently. San Joaquin County provides demand-response interity transit service through its
County Area Transit (CAT) system. CAT isprimarily used by transpoctation-disadvaniaged people
for travel between cities to dotain essential goods and services such as government services or
access to medical facilities.

Durinyg the last several years, a number of Lodi residents have expressed interest in having inter-
city transit service established for travel to Stockton and Sacramento. With adoption of the
Measure K Program (seediscussion below), the COG has inititated an effart o prepare a county-
wide transit plan that evaluates intercity and inter-regional transit nesds, Should this type of
service be organized linking Lodi with neighboring cities Lodi Pubiic Transit riders could
potentially travel from the city to Stockton, Sacramento. and other area communities.

"* DINGISSUES

Funding is a complex arena of activity with certain sources as a given and éthers problematic
Each source of revenue~TDA, state funds, and local sales tax—has its own terms and conditions
governing how it is assessed and used. The Isse ultimately becomes how to position the City of

Lodi to maximize the use Of its revenues. Two principal revenue sources are discussed below
TDA and farebox revenuves,

Funds for Lodi Public Transit may also be available under the Federal Transit Administration's
Section 9 Program. Funds could also be available under San Joaquin County's Measure K
program. Each of these funding sources is also discussed.

Transportation Development Ad

The Transportation Development Act (TDA) is a local transportation funding source based upon
a onequarter percent local sales tar ThiIS is one of the most stable sources of transportation
funding for the City of Lodi. Thae first priority for these funds & to support public transit. The
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funds may also be used to plan. construct, and maintain local streets and roads. These
expenditures are allowed only if the regional transportation planning agency, the San Joaquin

County Council of Governments. finds that there are no unmet transit needs that are reasonable
to meet.

Late; amendments to the law established a farebox recovery requirement as the principal eligibility
requirement for receiving TDA funds. Historically, the City of Lodi was required to maintain a
minimum recovery ratio of ten percent from fares paid on the Lodi Public Transit system. This
ratio has recently increased to 20 percent with the city being designated asan urban area following
the 1990 Census (i.¢., the city's population now exceeds 50,000 residents). Based on the census, the
city has five years to achieve tis 20 percent farebox recovery requirement.

Since FY 1983, the city has received approximately $7.1 million in TDA funds, approximately 18
percent of the total has been allocated for transit. Table 3-1 depicts this recent growth.

Table 3-1

TDA Allocations for the City ot Lodi
FY 82-83 Through FY §0-91

Al Streets

Year and Roads Percent Transit Percent Toal
82-83 $743,433 94 $ 44,000 6 $787,433
83-84 521,485 92 44,000 8 565.485
84-85 664,793 a1 68,080 9 732,873
85-86 676,565 88 90,425 12 766,930
86-87 543.929 79 143,000 21 686.929
87-88 557,701 76 179.805 24 7375
88-89 687.966 77 201.260 23 889,226
89-90 717,599 74 248,813 26 966,472
93-91 788,988 75 262965 25 1.051,853
Totals $5,902.459 82 $1.282.308 18 $7,184,767

Source: State Controllers Office
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Farebox Revanues

As shown in Table 3.2, farebox revenues for Loc: Public Transit has steadily increased over time.
For the nine year period between FY 82-83 and FY 90-91, annual farebox revenues have ranged

from 531.029 to 543.750.

Available Federal Funding

The Federal Transit Administration makes available several formula grant programs for transit
systems. Under the Section 9 program, the federal government makes available fundson a formula
basis to all urbanized areas in the country. While the city has only recently become eligible for
these funds. Lodi should work with the COG to apply for needed capital and operating assistance
under this program These funds could constitute a significant long-term source of funding for the

transit system. A more detailed description of federal and other funding opportunities is provided
in Section 7 of this document.

Table 3-2

Farebox Revenues for Lodi Public Transit

FY 82-83 Through FY 90-91

Fiscal Farebox Fiscal Farebox
Year Revenues Year Revenues
82-83 $31.029 87-88 $44,000
83-84 37.052 95-89 41,265
84-85 34823 89-90 40,500
85-86 44,405 9091 43,750
86-81 46.467

Source: State Controllers Office.
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Measure X

In November of 1990. San Joaquin County voters approved an increase in the local sales tax to
fund transportation improvements. The Local Transportation Improvement Program. m?éommonly
referred to as Measure K, requires the Local Transportation Authority (the COG) to prepare and
annually update a seven year Transit Plan for use in allocating sales tax revenues. Measure K also

requires that the priority order for inter<ity and elderly and handicapped transit funds will be as
follows:

- Interity bus service between Stockton, Lodi, Manteca, Lathrop,
Tragy,Escalon, and Ripon for all trip purposes;

. Capital purchases such as vehicles for providing transit service in all
communities to the elderly, the handicapped, and the transportation
disadvantaged; and

. Operating expenses for transit services to the elderly and the
handicapped, and the transportation disadvantaged.

INSTITUTIONAL ISSUES

Two institutional 1ssueshave been identified: Lodi Public Transit's relationship with the COG for

coordinating and improving transit planning for the city, and developing and implementing a
marketing program.

Relationship With the COG

Since the COG serves as the primary transportation planning agency in San Jeaquin County and
plays a central role in the allocation of transportation funding. Lodi will want to continue working
closely with COG staff in planning for future improvements to the city's transit system. COG staff
can assist the city by identifying sourcas of transit funding and evaluating service delivery issues.

3-8 Arthur Bader & Associates, Inc.



Transit System Marketing

To increase ridership and improve public acceptance of the transit system, Lodt Public Transit
should prepare and implement a detailed marketing and promotion pian. Thepl  Houwl

issues including the design and distribution of marketing materials and the implementation of
advertising strategies and service improvements. Advertising may alsoprovide an additional source
of revenue for transit system activities.

TRANSIT SYSTEM GOALS AND OBJECTIVES

Based on the information reviewed and the analysis presented above, a set of sb transit system
goals and objectives have been developed. As shown in Table 3-3, the six goals include the
following:

1 Meet the transit needs of all city residents;

. Provide for efficient and cost-effective transit service;

' Maximize resources availablefor the management and operation of
Lodi Public Transit:

I Secure stable sources of funding;

. Foster community awarenessand support for the Lodi Public Transit,
with emphasis on increasing system ridership; and

. Ensure that the transit service operates as scheduled. and that all

transit equipment has the highest level of reliability and customer
appeal.

39 Arthur Bauer & Associatas, Inc.
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TABLE 3- 3 (Continued)

Lodi Transit System Goals and Objectives
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5. Foster communily awarenass and support for Lodi
Public Transit, with emphasis on increasing ridership

6. Ensure that tha transit sarvice operates a8 schaduled
and that all transit equipment has the highest evet
of reliability and customer appeal

A,

Continuo to improve the schoduling and
dalivaring of transit service

Implement transit system marksting program

Encourage transit system/community interaction

Continue to take stops to minimize wait limos

Provide wockend transh sarvice f cost-effective
and ridership exists

rovide fixed route transit service if cost—efiective
and ridership exists

Maintaln and strengthen working relationship
with the COG for transit and financial planning

b
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ELEMENTS OF THE STRATEGIC FOCUS

In implementing the recommended set of transit system goals and objectives, Lodi Public Transit
should incorporate the following elements into its planning process.

Planning and Service Demand ISsues

. Expanding Lodi Public Transit’s level of service should be linked to
land use development. population growth, and the need to reduce
automobile congestion and imprwe local air quality. Suecfic short.
medium. and long-term activities should be identified to enable the
city to adequately respond to rapid growth and development.

- As the population and the employment base grows, Lodi Public
Transit should expand its service as needed.

Funding lssues

. As Lodi Public Transit develops an expanded program, its share of
TDA funds will likely incresse.

- Lodi Public Transit should initiate effortsto obtain Section 9 federal
funding for capital improvements and operating assistance.

° Lodi Public Transit should continue its efforts to maximize farebox
revenues.
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Institutionat Issues

= The transit system should maintain and strengthen its working
relationship with the COG for transit system and financial planning.

- Lod: Public Transit should develop and implement a marketing plan
designed to increase ridership and public acceptance of the transit
system.

3-14 Arthur Bauer & Associates, Inc.
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SECTION 4

Evaluation of the Service Program

This section describes the operation of Lodi Public Transit and Lodi Taxi. diSCUSSES service

improvement options. and evaluates the existing system against the system goals and objectives
described in Section 3

PERFORMANCE DATA

Section 99246(d) of the California Public Utilities Code requires transit operators receiving state
funding to monitor, at a minimum, five transit system performance indicators. These indicators
include operating cost per passenger, operating cost per service hour, passengers per vehicle service
hour, passengers per vehicle service mile. and vehicle services hours per employee. In addition.
Section 99268 et seq. requires that the farebox recovery ratio be calculated annually so that an
operator’s eligibility for state funding can be determined. To remain eligible, Lodi Public Transit
has until recentiy been required to achieve a farebox recovery rate of at least fen percent.

Table 4-1shows the values calculated for the five performance measures and farebox recovery rate
for Lodi Public Transit. Over a nine year period between FY 82-83 and FY 90-91. the transit
system achieved an average farebox recovery rate of 17.8 percent. a rate well above the ten percent
minimum required by state law.

The Lodi Taxi service. implemented in July of 1990, has an operating cost per passenger objective
ratio of $2.17. The actual operating cost per passenger is not determinable as of June 30, 1991.
Actual operating costs of the transit company was not available.

CPERATIONS ANALYSIS

In evaluating the operation of Lodi Public Transit. this section of the report discusses five
operational areas. These areas include:

4.1 Arthur Bauer & Associates, Inc.
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Performance

__ Measures

Operaring Cost Per
Passenger

Operating Cost Per
Vehlicle Service Hour

Passengers Per Yehicie
Service Mite

Passengers Par Vehicle
Service Hour

Venicte Service Houn
Per Employee

Farebox Recovery
Ratio

NA

0.50

NA

NA

16.4%

22.60

0.59

6.6

1,575

17.4%

TABLE 4-1
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1,334

17.3%
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25.80
0.70
7.9
1,292

19.0%
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$3 50
22.90
0.50
6.6

1,412

18.0%

Performance Indicators for Lodi Public Transit

B7REER

13.40

21.80
0.60
6.4

1.488

18.6%

WEEtRED | lednes.
$3 40 $3.50
18 90 19 60
050 0.48
56 5.6
1,149 1234
19.6% 18.9%

il

18.90

0.47

5.6

1.059

15.4%

NA = Information not avallabie

Sources: Lodl Pubiic Transit parformance audits; data for FY 88- 89through FY 90-91 prodded by City of Lod! and State Controllers Office.
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- Management and organazation.

. Service planning.

. Personnel management and training; |
- Financial planning and control, and

. Marketing and public relations

Each of these operational areas are described below

Management and Organ. :ation

As described earlier. Lodi Public Transit isoperated under a contract between the City of Lodi and
Lodi Cao Company. Overall management of the contract is the responsibility of the Assistant City
Manager, while day-today operation of the transit service is provided by the taxi company. In
addition, a 12-member citizen advisory transportation committee acts in an advisory capacity tothe

City Manager and City Council. The organizational structure of Lodi Public Transit is shown in
Figure 4-1.

The operation of the transit system presently depends on 13 full-time and part-time employees
whose titles and duties are as follows:

- Transit Manager is responsible for the overall administration of Lodi
Public Transit and acts as the main liaison with the City of Lod.
The Transit Manager also supervises and coordinates the driver
training program, inciuding certifications of General Public
Paratransit Vehicle (GPPV) operators. and the daily responsibilities
and activities of the drivers.
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City of Lodi
City Manager's Office

Transit Manager

Scheduling and Dispatcher Transit Drivers

Personnel Manager (4 full-time staff) {8 full-time and 1
art time staff

Figure 4-1

Lodi Public Transit Organization Chart
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- Scheduling and Personnel Manager is responsible for scheduling of
drivers and other staff along with handling personnel matters.

- Transit Dispatcher is responsible for dispatching vehicles and taking
passenger calls. The Dispatcher works from 7:00 a.m. to 7.00 p.m.
Monday through Friday and from 9:00 to 5:00 on Saturdays. The
Dispatcher reports directly to the Transit Manager.

. Transit Drivers are responsible for driving the vehicles and picking
up and delivering passengers to their final destinations.

Service Planning

As described in Section 2, Lodi’s population is expected to Increase47.5 percent between 1990 and
the year 2010. The number of Jobsare also expected to grow by as much as 61 percent over the
next two decades. With rapid population growth and economic developmunt, people will
increasingly rely on Lodi’s transit system for travel around the city.

A sampling of handwritten daily transit Systam log sheets (between July 1, 1991and April 13.1992)
revealed that most people (78 percent) use the system between 900 am. and 3:00 p.m. five days
aweek. Fifteen percent of the ridership occurs between 7:00 and 9:00 in the moming. Finally,

ridership falls offsignificantly after 5:00 in the afternoon. A similar use pattern occurs during
Saturday service as well.

Currently, the city has a goal of having passengers picked up within 45 minutes after they call the
dispatcher. However in instances when there is heavy demand for transit service, it can become
difficult for the system to meet this goal. For example, when passenger calls exceed 300 or more
per day, or one call every 2.4 minutes, the dispatcher can become overloaded. This can adversely

effect the transit system's level of service, slowing the response time and diminishing the public's
opinion of the transit system.

o
w
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When an overload situation occurs, the dispatcher informs people calling for transit service that
thw may expect a delay in being picked up. As shown in Table 4-2, on a monthly average basis
during FY 90-91, the transit system exceeded this threshold every month except during July,
August. and September for its Monday through Friday service.

The daily log sheets also reveal that. on average, the system carries more than 300 people per day
at least twice a week. This always occurs on a weekday when travel demand is highest. Based on
the log sheets and from conversations with Lodi Public Transit staff. the amouat of time needed
for the system to return to normal (i.e., pick up passengers within 45 minutes) varies depending on
the number o incoming telephone ¢alis and the number of vehicles in service.

Even with this high demand, the transit service currently does a good job in responding to calls in
a timely manner. A survey conducted by city staff during a two week period in November 1990
showed that only 145 people. or less than 5 percent out of a total of 3.126 people. using Lodi Public
Transit were required to wait 45 minutes or longer for transit service. Of the 145, only 31 people
waited longer than an hour.

While the existing transit service can be augmented with additional vehicles. drivers. and other
Staff, anticipated population growth and economic development requires that the City of Lodi
should begin planning for the transition from just demand-response service to a combination of
demand-response and fixed route service. During this transition period, the transit system should
adopt a goal of reducing wait time to no longer than 30 minutes.

Personnel Management and Training

To comply with all California Highway Patrol and company requirements, Lodi Public Transit
drivers recerve @ minimum of 40 hours of classroom and 20 hours of vehicle driving instruction
before they are allowed to drive passengers. Training topics include vehicle operation and safety,
use of vehicle equipment (e.g., wheelchair ramps/lifts and tiedowns), scheduling and dispatch, and
first aid. In addition, each driver receives an additional 24 hours of training annually which
typically covers new driving and licensing requirements, a review of first aid procedures. and new
company procedures Finally. drivers are required to renew their state driving licenses every three

4.5 Arthur Bauer & Associates, Inc.
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TABLE 4-2

Transit System Performance Statistics
Fiscal Yoar 90-91

Category/Month Jul Aug Bep Oct Nov Doc Jan F8b Mar Apt May Jun Totel
TOTAL MILES DRIVEN 13,541 15,180 13,044 16,108 13,087 14,996 18.476 13,077 15,408 14,252 14,900 15,023 178,488
FUEL USED 1,267 1.366 1.374 1,446 1.308 1.325 1.239 1,231 1,196 1.039 1.308 1.266 15.467
SERVICE HOURS 1,109 1,258 1,149 1,374 1,201 1,204 1,240 1,141 1,205 1.309 1,541 1,401 14,93
SERVICE DAYS 25 27 24 27 25 25 25 23 26 26 26 25 304
MILES/TAIPS 2.11 2.11 2.16 2.13 1.95 2.14 2.20 2.00 218 1.88 2.07 224 2.09
MPO 10.52 11.11 9.93 11.12 10.83 11.32 1330 © 1082 12.86 15.64 10.89 11,89 11.54
TRIPS/SERYICE HAS 5.70 5.71 5.51 5.50 5.90 5.83 6.04 5.72 588 8.60 5.37 4.70 5.72
TRIPS/SEAVYICE DAY 258,88 266.11 263.75 279.93  263.W 280.60  299.84 263.78 275.77 332,38 277.12 268w  280.08
TRIPS/DAY SAT 116,25 120.50 127.84 120.5%0 122.00 135,80 126.75 138,50 128,80 129.25 130.78 108.40 128.84
TRIPS/DAY NON-SAT 283.43 291,43 299.58  307.6% 314.33  316.80 33257 314.37 310.81  369.32 303.73 506.60 31279
HAS/DAY 44.36 46,87 47.88 50.67 48.04 48,14 49.58 40.59 46.36 60.35 51.5¢ 50.05 49.11
MILES PER SERVICE HOUR 12.21 12.07 11.87 11.73 11.58 12.48 13.29 11.47 12.78 12.42 11.11 10.72 11.05
MILES PER SERVICE DAY 541,84 562.P  566.50 596.52 555,43 509,64 659.04 568.57 592,54 625.08 575.W  600.92  $87.13
PERCENT ELDERLY PASS. 90.45%  80.87%  90.02% 90.20% 91.76% 01.05% 90.47%  00.63%  87.20%  80.32%  88.74%  9.14%  83.80%
PERCENT NON-ELDERLY PASS 2.55% 10.33% 9.98% 9.80% 8.24% 0.95% 9.53% 10.37% 12.80% 10.68% 11.20% 10.86% 10.20%
PERCENT &/TY TRIPS 05.84%  95.49%  95.85% 94.72%  #5.54%  0505% 95.51% 95.19%  94.88% B5.51%  05.84% 06.11% 05.42%
PERCENT COUNTY TF:P8 4.34% 4.51% 4.45% 5.26% 4.48% 4.05% 4.40% 4.61% 5.12% 4,45% 4.16% 3.89% 4.58%
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years. Lodi Public Transit regularly participates in driving awareness and other training programs
sponsored by the Lodi Police Department.

Financial Planning and Control

The Transit Manager for Lodi Public Transit has responsibility for the financial planning and
control functions of the transit system. ThiS includes estimating and monitoring capital and

operating costs. collecting passenger ridership data, and complying with all city reporting
requirements.

The increase in Lodi PUblIC Transit's ridership and overall growth as a transit provider is reflected
through the data obtained from its financial records. For instance. for the nine year period from
FY 82-83through FY $0-91, Lodi Public Transit's operating expenditures increased from $189,063
to $372,557, or 97 percent. Over the same period, TDA revenues increased from $44,000 to
$267,930, and fare revenue from $31.029 to $43,576, respectively. Table 4-3 provides a financial
summary for Lodi Public Transit between FY 82-83 and FY 90-91.

The City of Lodi received approximately $1 million in TDA assistance in FY 90-91. Of this total,
27 pemt or nearly $268,000 was allocated to Lodi Public Transit. Under state law, use of TDA
funds for transit assistance has first priority over transportation planning and street and road
projects. Consequently. as Lodi Public Transit develops an expanded program of transit facilities,
equipment, and services, its share of TDA will in all likelihood grow.

Most of the money teceived by the city is funding provided under Article 4 of the Transportation
Development Act. The law requires that a performance audit be conducted for activities using
these funds. A smaller amount of money is provided under Article 8. These funds are used to
subsidize Lodi T@d and are not subject to the auditing requirements. However. to better evaluate

the performance of the taxi service, the city should require the contractor to collect and publish
annual performance data.

In the past Lodi Public Transit was ¢ligible but never applied for either Section 16(b)(2) or Section
18 transit assistance from the federal government. With a pog.ulation of over 50.000. the city is no

4.8 Arthur Bauer & Associates. Inc,
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TABLE4-2

Transit System Performance Statistics
Fiscal Year 80~91

Category/Month Jul Aug Sop Oct Nov Dec Jan 1 Mar Apr
TOTAL MILES DRIVEN 13.541 15,180 13,844 16,108 13,687 14,996 16,476 13077 15,408 16.252
FUEL USED 1.207 1,366 1,374 1,446 1.306 1,325 1.239 1,231 1,198 1.039
SERVICE HOURS 1,108 1256 1,149 1374 1201 1204 1,240 1,141 1205 1,309
SERVICE DAYS 25 27 24 27 25 25 25 23 28 26
MILES/TRIPS 211 2.11 2.18 2.13 1.96 214 2.20 2.00 2.15 1.88
MPO 10.52 11.11 9.93 11.12 10.63 11.32 13.30 10,82 12.86 15.64
TRIPS/SERVICE HRS 5.79 571 5.51 5.50 8.90 5.83 6.04 5.72 s.95 6.60
TRIPS/SERVICE DAY 258,88 268,11 263,75 279.93 283,58 280.60 269.64 28178 278,77 332,38
TRIPS/DAY BAT 118.25 120.50 127.60 120.50 122.00 135.20 126.75 136.50 128.60 129.23
TRIPS/DAY NON-SAT 283,42 291.43 299.58 307.65 314.33 318.80 32.87 314.37 310,81 69,32
HRS/DAY 44.36 46.57 47.88 50.87 48.04 46.14 49.58 49.59 46.36 50.35
MILES PER SERVICE HOUR 12.21 12.07 11.87 11.73 11.56 12.45 13.29 11.47 12.78 12.42
MiLES PER SERVICE DAY 541.64 se2. 2 688.50 590.52 555.48 §69.84 659,04 566.57 582.54 625.06
PERCENT ELDERLY PASS. ¢0.45% 80.07%  90.02%  90.20% 91.78% 91.05% 90.47% 69.63%  87.20% 89.22%
PEACENT NON-ELDERLY PASS 9.85% 10.53% ¢.98% 9.00% 8.24% 8.65% 9.55% 10.37%  12.80% 10.686%
PERCENT CiTY TRIPS 95.84%  95.49% 05.55%  §4.72% 95.54%  #5.05% 95.51% $5.19%  94.38% 95.51%
PERCENTCQUNTY TRIPS 4.36% 4.51% 4.45% 5.28% 4.46% 4.95% 4.49% 4.81% 5.12% 4.49%

May

14,800
1,368
1.341

26
207

10.89

5.37
2172
130.75
303.73

51.50
11.11

§73.08
68.74%
11.26%
95.84%

4.18%

15023 178,488

1.208 15467
1,401 14,830
25 304
2.24 2.09
11.69 11.54
4.79 5.72
288.58 200.88

108.40 125.38
308.80 namrn
56.08 49.11
10.72 11.95

800.92 587. 13
20.14%  89.80%
10.86%  10.20%
$0.11%  85.42%

3.89% 4.58%

J

Source: Clty of Lodl
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longer eligibie for Section 18 funds but may apply for Section 9 monies for needed capital and
operating assistance.

Marketing and Public Retations '

Since Lodi Public Transit & now operating at close to capacity, neither the ciq'r nor :he operator
has publicized avatlability Of the service. Even with the absence of a marketing program, ridership
has continued to increase over time, from 56.400 in FY 1982-83 to 79,500 in FY 90-91. An
evaluation matrix summarizing Lodi PUblic Transit performance is Shown in Table 4-4.

4-9 Arthur Bauer & Associates. inc.
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TAOLE 4-3

Financla! Summary for Lodi Public Transit
FY 1982-83 Through FY 90-91

FISCAl 'EAR —
____Categories N Aa85=801  JHG-B7 PR R T
Revenues |
Farebox Recelpts $31,029 $37,082 $34,823 $44,40¢ $46,467 $48,25( $41,265 t39.313 $43.576
TDA Fundng 44,000 65,519 54 539 40,00 197,438 202,12¢ 201,260 242.518 267,930
State Transit Assistance 99,427 67,641 88,534 161,90¢ 20,724 56¢ 0 0 5,221
Other 0 607 0 271 220 2,19¢ 0 12,121 25,833
TOTALS $174,456 $170,849 $177,896 $246,58¢ $264 846 $253,137 5242525 $293,952 $342,560
Expenditures
Operations $189,063 $213450 $201,202 $233,336 $258,723 $259,185 $285,278 $234,193 $288,831
Vehicle Maintenance NA NA NA NA NA "A NA 11,264 20,200
General Admitistration NA NA NA NA NA NA NA 48,495 33,529
Depredaton NA NA NA NA NA NA NA 24,957 29,997
TOTALS $189,063 $213450 $201,202 $233.336 $258,723 $259,185 $285,278 $318,909 $372,557
Net Translt income .
or Loss ($14,607) ($42,601) ($23,306) $13,248 $6,123 {($6,044 ($42,753) ($24,957) ($29,997)
Recovery Rato 16.4% 17.4% 17.3% 13.0% 18.0% 18 6% 19.6% 18.9% 15.4%

NA = Information not avalable

Sources: Lodl Publc Transit performance audts; data for FY 8889 through FY 90-91 from City of Lodl Dial~A~Ride finandal audt, 1992
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TABLE 4-4

Performance

Evaluation Matrix

Managemen! and Service Personnal Management Financiat Planning Markating and
Objectives QOrganlzation Planning and Tralning and Control Public Relations
- i
1. Meet the Needs of Residents Bucvey data confirms Survoy dala confirma N/A NA N/A
that exdsting transit that a {arge segment Of
service (s responshve 10 | 1he community favars
communiy nesds Sunday iransli senvce,
2. Provide Efftdaent Transtt Senvice | Btaft consists of 13 full- | Exdsting senice has Curtert alning program Ddsting transit system NA
wd part=time staff diticulty Inmeetng pou meats of excescsnisle nests minlmum ton
of pleking up passengery | tralning tequirements; rroart arebox recovery
vithin 45 minutos when participates Indrver equirements
1ervice Is axiremely bury | tralning programs offered
by Lod Police Departmem
. Maximlize Resources for Serdce planning currently | Translt aystem contractor | Transit system currently NA

4

. Foster Community Awarenoss

. Ensure that the Transit System

Management snd Operaticns

Secure Statie Soyrces Of
Funding

Operates as Schecauled

City and transit system

staft constanty monitor
efficiency of Lodi Public
Transh

System ourtently ralles
onlarebox revenues,
STA, and TDA funds lor
fnancing operatons

NA

City and tranelt #/vlem
saff sonstantly moniter
sHiclency of Lod Pubille
Tranait

prodded by ¢hy and COQ
alaff transil eystem should
regulady survey transh
users to Identiy means
lor Improving service

City, transit system, and
COQG staff work together
to project future revenue
needs/estimates

nformation on public
ransit concerns oblained
hrough unmet needs
vearing process and
sitizens advisory comm,
improvements to dlspelch
ey stom would help reduce
transit dolays; near—term
gy ¢lem objectve should
be to reduce walt-ime to
no lenger than 30 minutes

provides for continuing
education of drivers and
other staft

N/A

N/A

Contractor ls requited to
provide updated driver
training as specified by
law

relles on farebox and TDA
revenues for funding

ity should spply lor
'sderad (Sac. 9) funds to
inance future system
mprovements

NA

Perdormance and financia
wudites conducted regularty
‘0 monitor efficlency of
ransit system operations

System promotion
seuddincrense Adder~
ship theteby Incressing
larebox revenue

do axdieing marketing
rogram Inplacs dur
9 concern about

overosding' sytlem

N/A

Arthur Bauer 6 Assoclates, July 1892
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SECTION 5

Analysis of the Cn-Board and Community
Survey Resufts

This section describes the results of on-board and community surveys concerning the use of transit
in the City of Lodi. Each survey had the same set of dojectives: determining the public's (1) ability
and wilingness to use transit; (2) its perception of the existing transit system; (3) its preference for
the type of service it would support; (4) frequency of use; (5) its concern about any unmet transit
needs that exist within the community; and (6) potential transit destinations.

Each survey and its results are summarized below. Full cross-tabulations and frequencies of
responses, in total. are included in the Appendix.

ON-BOARD SURVEY

In consultation with city and COG staff, an on-board survey was prepared consisting of 31
questions. with 23 structured as multiple choice and the remaining 8 requiring written answers.
Depending on language preference. both English and Spanish versions of the questionnaire were
available for distribution to respondents, Copies of the questionnaire can be found in the appendix.

The survey was administered on Wednesday March 18 and Saturday March 21. 1992 Two ABA
staff members distributed and collected questionnaires on different Lodi Public Transit vehicles
between 830 a.m. and 6:00 p.m. One-hundred six surveys were collected from a total of 405
people. or 26.2 percent of the people who used the transit system over the two day period.

Several factors influenced the data collection process. First, some respondents felt the survey was
too long and consequently did not have sufficient time to complete the survey prior to reaching
their travel destination. Second, a few respondents objected to participating in the survey due to

health reasons (e.g., poor eye sight) or because they felt some of the questions requested personal
information.
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With this information as background. the remaining sections describe sample characteristics. the
survey results. a comparison of on-board results with the previously conducted telephone survey.
and the survey conclusions. Unless otherwise noted, figurescited in this section reflect adjusted
frequencies (excluding those refusing to answer.) In addition, responses may not total 100 percent
due to multiple responses. rounding. and other factors. Absolute frequencies showing all
percentages can be found in the frequency tables included in the full statistical report.

To better interpret the results of some questions, we developed an index value far certain items.
First, response categories to the question were identified as “positive,. *negative,® or *neutral.” The
actual calculation df the index involved subtracting the negative percentage from the positive
percentage, then adding 160. Responsesconsidered to be neutral were not scored when calculating

index values. Following this formula, the index would yield a potential range from O (all negative)
to 200 (all positive). The theoretical middle of the index is 100.

Sample Characteristics

Passengers who rode Lodi Public Transit on March 18 and March 21 comprised the survey sample.

Tabk 5-1shows the percentage distribution of respondents who participated inthe survey over the
two day period of time.

TABLE 5-1

Day and Time of Travel lor On-Board
Lodi Public Transit Respondents

Day/Time Percent
Wednesday, March 18 50.0
Saturday, March 21 50.0
Before 11:00 am. 321
11:00 a.m. to 1:00 p.m. 27.4
After 1:00 p.m. 40.6
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Of those who responded. women comprised 83 percent of the respondents with men representing
the remaining 17 percent. The age Ofrespondents was closely divided. with 3 percent of the
respondents 24 years of age or younger, 13 percent between 25 and 44, and 18 percent of the
group between 45 and 64. Another 66 percent said they were over 65 years of age.

Survey Resuits

The survey results presented below are categorized by topic. These categoties include public
attitudes concerning:

- Ability and willingness to use transit:

. Perception Of the existing transit system;

- Preference for the type of service it would support;
. Frequency of use;

= Public concern about unmet transit needs, and

- Potential travel destinations.

Ability and Willingness to Use Transit

During the two day survey period, over 60 percent of the respondents had Lodi Public Transit pick
them up at home. Smaller groups of respondents were picked up from downtown Lodi (live
pacent). Mervyn’s (four percent), Loel Center (two percent). and other points of origin (18
percent). As to their travel destinations, the respondents used the system to travel home (45

percent). to downtown Ledi (eight percent). Lodi Memorial Hospital (six percent), or to other
places (21 percent).

In addition to Lodi Public Transit, the City of Lodi relies on local taxi service to serve local transit
needs. Respondents were asked how often they use the taxi service. A large majority, 70 percent.
said that they do not use the taxi service. Twenty percent said they use the taxi service on a *less
than weekly* basis and another 4 percent indicated they use the taxi at least once a week. In
addition, 52 percent rated the response time as either good or excellent while 19 percent said it was
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fair. In contrast. 7 percent said the response time was poor. More than one out of five said they
had no opinion.

Public Perceptions

All respondents were asked to rate Lodi's transit service as ecellent. good. fair.ar poor. A large

majority (86 percent) considered service to be either good or excellent. Eleven percent of the
respondents rated service as fair while just two percent said service was poor. Respondents were
also asked to rate Lodi Public Transit's response time. Again the transit system received positive
comments, with 87 percent saying that response time is either good or excellent. However, 13

percent of the res-ondents did indicate that response time was only fair and 1 percent said it was
poor or did not know.

Sometimes p=opie expressed concern about the length of time they must wait before being picked
up by the transit service. When asked. $4 percent dF the respondents said that they only needed
to wait 15 minutes or less to be picked up. Another 32 percent indicated that it took between 15
and 30 minutes for the transit service to arrive at their door. Nearly 13percent indicated. however.
that they had to wait between a half hour and 60 minutes before being picked up. It does appear
from the crosstab data that people livirg south of Vie Street and west OF Hutchins Street
experience the longer delays (30 minutes or longer) than people living in other parts of the dity.

Respondents felt that the existing Lodi Public Transit dispatch system works well.  Eighty- four

percent rated the dispatch system either good ar excsient while 7 percent felt it was only fair.
Just 5 percent rated the existing dispatch system as poor.

Preferred Transit System ;

Several questions were asked about ways to improve existing transit service. TL-'enry-six percent
requested that the wait time be reduced. 20 percent said that service should have larger or more

l
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vehicles, 15 percent asked for transit service be provided to other cities. and 6 percent asked for
mended hours. Smaller groups of respondents offered other types of suggestions.

Respondents were also asked how important it is for Lodi Public Transit to operate on Sunday.
Over 74 percent indicated that it was either somewhat important or very important that this rype

of service be provided. However. 20 percent said that in their opinion. Sunday service was not
important.

A question was also posed to determine if people prefer retaining the existing response-demand
type system or whether fixed route bus service should be established. Seventy-three percent of the
respondentsfavored retaining the existing door-to-door service. On the other hand, only 2 percent

expressed support for fixed-route service. However. 25 percent said that both door-to-door and
fad route service should be provided.

The crosstab analysis suggests that 72 percent of respondents who considered tHemselves frequent
users and 73 percent of occeasional users of Lodi Public Transit favor retaining the door-to-door

service. (Nlly 3 percent of frequent users and none ofthe occasional users of the transit service
favor fixed route service.

Frequency of Use

Seventy-eight percent Of the respondents considered themselves frequent usets while 18 percent

said they use the system occasionally. Only 4 percent of those who responded indicated they
almost never use the service.

Respondents were also asked "What is the main reason you don't use Lodi’s transit system on a
frequent basis? Over 20 percent said that they had no commute need for transit service, another
17 percent indicated that transit took too long, and 14 percent said that they like or need the use
of their car. Smaller groups said that transit is inconvenient (3.4 percent), does not go where |

need to travel (3.4 percent), it B t00 expensive (34 percent). a indicated some other reason (24
percent).
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from a review of the crosstab data. 78 percent of the on-board respondents who rated Lodi’s transit
service as excellent also use the service at least three or more times per week. Similarly, 46
percent of those who consider the transit service as good. also ride more than three times a week.

Unmet Transit Needs

Several questions were asked to determine what. if any, needs exist that are currently unmet by
Lodi Public Transit. The firstwas asked as an open-ended question, probing all survey respondents

for suggestions to improve Lodi Public Transit service. Table 5-2 displaysthe frequencies for this
question.

TABLE 5-2

Suggestions for Improving Lodt Public Transit Service

Suggestions

Percentage
Pick Up On Time/Reduce Wait 26.1
More/Bigger Vehicles 196
Connect to Other Cities 15.2
More Hours 65
Advertise Services 43
Other (leathan 25% mentions) 6.6
Multiple Responses 174

The most frequently mentioned response, reducing the wait time, was mentioned by more than two

in ten (26.1 percent) respondents. ThiSwas followed with suggestions for more and farger vehicles,
initiate intercity transit service. extend its hours. and advertise its services.

Another question was asked to determine if there was a desire for Lodi Public Transit to extend
its weekday hours by rating it as 'very important. ‘somewhat important.' or 'not important.” An
index was calculated for each question by subtracting the percentage of 'not important® responses

56 Arthur Bauver & Associates, INC.



fmm the percentage of 'very important' responses and adding 100. With 27 peréent classifying this

asa 'very important' need and 51 percent determining it to be "not important.’ the index value for
offering weekerd service was 76.

Respondents were also asked if there was any other place they would likely s a fixed route to go.
A large number of people, 34 percent. said they would like a fixed route system between Lodi and
Stockton. This was followed by 7 percent to Galt, and 3 percent to both Woodbridge and
Sacramento. Fifty-two percent either expressed no opinion or specified another destination.

Potential Destinations

Transit riders were asked how likely they would be to use Lodi Public Transit if it were to provide
commuter service to destinations outside Lodi An index value ranging from 0 to 200 was again
czlculated for each response. Possible responses included "very likely: *somewhat likely, and 'not

lidly’. With 23 percent classifying this as "very likely"and 22 percent determining it to be "rot
likely: the inda vatue for providing commuter service outside Lodi was 106,

RespocEts were also asked the following question: B there any other place you would be likely
1 use a fixed route system to go? (If yes, where?) Of this group 45 percent said no, while the
remainder, 48 percent. indicated they would use a fixed route system to travel to nearby cities

(Galt, Stockton. Sacramento, and Woodbridge). Finally. 7 percent expressed a preference for other
destinations.

Transit riders were also asked their opinion about the need for exterding Lodi Public Transit to
provide service to Stockton. Future service to Stockton earned an index value of 120. Over half

of the sample favor extended service to Stockton. while 44 percent did not fe2! it was important
or expressed no opinion.
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COMPARISON WiTH COMMUNITY SURVEY RESULTS

A random telephone survey of Lodi residents was also completed as part of this transit assessment.
The survey consisted of 43 questions, 39 of which were asked (the remaining four were coded by
observation or were calculated). A total of 400 telephone interviews were completed. using a
random digit dialing method. with a sampling error of +/- 4.9 percent (at the 95 percent
confidence level). Although structured and conducted differently. the on-board and telephone
surveys shared a number of questions enabling a comparison of results. ThiS section highlights
some of the most important comparisons of these two data sets.

Public Perceptions

Thirty-frve percent of the telephone respondents said they were unwilling or unable to use public
transit in Lodi. The remaining 65 percent claimed to be willing to take public transit, and of that
number, just 7 percent said they were unable to take advantage of it In addition, when asked to
rate the transit system. a large majority of the telephone respondents, 74 percent, rated the system
negatively. with more than 44 percent conferring a poor rating of Lodi’s system.

When asked to rate M1 “ Stransit Services, on-board respondents rated the system much higher
than telephone respondents by a margin greater than 6to 1. While the difference between the two
groups is significant, it is not surprising that people who ride Lodi Public Transit are more
favorable towards the system than the general public, many of whom do not use transit.

People from both survey groups felt that Lodi Public Transit’s response time isi good Or excellent.
Eighty-three percent of the on-board group gave a good or exceilent rating, while 55 percent of the
general public also agreed. Honever,a larger percentage of the pubtic rated the response time as

poor (19 percent) than those who use the system (1 percent). Table 5-3 shows the differences in
opinion between the two groups.
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Preterred Transit System

e : : i .
Both groups expressed differing levels of support for extending Lodi Public Transit’s service on
weekdays. Forty-four percent of the on-board and 53 percent ofthe public said extended weekday

service was somewhat ar very important. However, 51 percent of the on-board and 38 percent of
the telephone respondents said extended service was not important.

When asked about the importance of Sunday service. there was strong suppoéit. Seventy-four
percent OF the on-board and 80 percent of the telephone respondents would like Sunday service.
Hwewar_ there appears to be far greater public support for fixed route service than found among
existing on-board users (57 percent to 2 percent). In contrast, on-board respondents favor the
existing door-to-door service in larger numbers than the general public {73 percent to 24 percent).
It is likely that the level of support for these different service alternatives by the two groups are
due, in part, to their gpinions about transit service or based on their existing use of Lodi Public
Transit.
TABLE 5-3

Comparison of On-Board/Telephone Results
of Transit Service In Lodi ’-

Percentage
Question Excellent Good Fair Poor
How Would You Rate Lodi’s
Transit Service?
On-Board 37 49 11 2
Telephone 3 11 15 '22
How Would You Rate Response
T i e for Lodi Public Transit?
On-Board 32 51 12 1
Telephone 23 32 23 19

Note: Figures do not total 100 percent due to people responding "undecided” or
who gave multiple responses.
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Frequency of Use i

|
In comparing the two surveys on how often Lodi Public Transit i used. only 19 percent of the
public rides the system frequently in contrast to 78 percent of the on-board respondents. On the

other hand, 18 percent of the on-board respondents said they rely on the service occasionally while
65 percent of the public answered similarly.

Table 5-4 shows responses from the two groups concerning why people do not use Lodi's transit
system On a frequent basis. From the information collected, on-board respondents felt that they
have no commute need. For telephone respondents, many said that they need or like the
convenience of using their automobiles for travel.
t

Finally. in comparing how often people from both groups ride Ledi Pubtic Transit during a typical
month, 29 percent of the public in contrast to 30 percent of the on-board passengers use Lodi
Public Transit | ar 2 times per week. On the other hand, 57 percent of the on-board said they use

TABLE 54 r

Reasons People Don't Use )
Lodf's Transit System On A Frequent Basis

Percentages
Reasons On-Board Telephone
Inconvenient 3 6
Takes Too Long 17 5
Need/Like My Car 14 64
No Commuting Need 21 6
Doesn’t Go Where | Want it To 3 5
Other 42 14
Total 100 100

the service at least three or more times per week, while only 7 percent of the general public said
it rides Lodi Public Transit this frequently.
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Unmet Transit Needs

As for improving existing transit service. both the on-board and telephone respondents favored
Lodi Public Transit reducing the wait time. As shown in Table 5-5, the public suggested that the

TABLE 55

Suggestions for Improving Logl Public Transit Service

Suggestions

Percentage
On-Board

Telephone

Pick Up On Time/Reduce Wait
Short/More Direct Trip
Advertise Services
More/Bigger Vehicles

Connect to Other Cities

Other

Total

20
1
7
7
1

64

100

transit system advertise more While on-board respondents favored having more, larger transit

vehicles.

Potentiat Destinations

Fifty-seven percent Of telephone and 67 percent of on-board responrdents favor transit service
between Lodi and Stockton. However, 37 percent of telephone and 26 petcent of on-board

respondents said such service was not important.
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CONCLUSIONS

During two days in March of 1992. a non-random on-board survey was conducted of passengers
using Lodi PublicTransit. Based on the sample. 86 percent consider the transit service to be either
good or excellent while just 2 percent rated service as poor.

Other conclustons from the survey include the following:

Four out of five of the respondents felt the transit system’s response
time is good ar excellent.

- Over half of the respondents said that they only needed to wait 15
minutes Or fess to be picked up. Another 30 percent indicated that

it took between 15 and 30 minutes for the transit service to arrive at
their door.

. Eighty-four percent rated the Lodi Public Transit’s dispatch system
as either good or excellent while 7 percent said it was only fair.

. As for future improvements to the system. over 74 percent indicated
that it was either somewhat or very important that Sunday service
be initiated.

o When asked if they had a preference for door-to-door or fixed route

service. well over half of the respondents favored retaining the

existing door-to-door service. Only ISpercent expressed support for
fixed route service.

= Suggestions for improving existing Lodi Public Transit’s service
included reducing the wait time (26 percent). having more/bigger

vehicles (20 percent). and providing transit connections to other
cities (IS percent).
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. !
. Over two-thirdc of the sample <aid they would favor extended service
to Stockton. while a third did not feel it was important or did not

express an opinion

The on-board results, which were collected through a random. statistically-significant process, were

also compared with results from an earlier telephone survey. Some of the more significant
comparisons are highlighted below,

. Thirty-five percent of the respondents said they were unwilling dr
unable to use puhlic transit in N€MIi. The remaining 65 percent
claimed to he willing to take puhlic transit. and ofthat number, just
7 percent said thev were unahle to take advantage of it.

. In addition. when asked to rate the transit system, a large majority
of the respondents. 74 percent, rated the system negatively. with
more than 44 percent conferring a poor rating of M1i's system.

= On-board respondents rated Lodi’s transit system much higher than
telephone respondents by a margin greater than 3 to 1. While the
difference hetween the two groups is significant. it is not surprising
that people who ride Lodi Public Transit are more favorable towards
the system than the general puhlic. many of whom do not use transit.

° Both groups expressed strong support for establishing Sunday service.

° There B far greater puhlic support for fixed route service than found
among existing transit users.

o Fifty-seven percent of telephone and 67 percent of on-hoard
respondents favor transit service hetween Lodi and Stockton.
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SECTION 6

Five Year Service Plan and
Implementation Schedule

As the city’s population grows, system ridership vill also likely increase. Howchr, without major
changes, the existing transit system vall find it increasingly difficult to meet public transit needs.

For this reason, the city should begin planning for the expansion of its existing transit service to
include both demand-response and fixed route bus service.

A two-tier level of setvice would enable Lodi Public Transit to continue to mieet the needs of
elderly and handicapped residents, but also allow the system to serve other potential transit markets
including school students and the general public In addition, the availability of reliable and
convenient fixed mute service could provide transit zccess to all parts of the city on a regularly
scheduled basis, provide a means of transportation for those individuals who do not drive or possess

an automobile, reduce the potential for localized traffic congestion, and help improve local air
quality.

Whik it is extremely important that existing and future transit service be both cost-effective and
responsive to community needs, there is no widety-accepted method for determihing when to shift
from a demand-response type system to an expanded system of demand-response and fixed route
service. A number Of factors must be considered including response time, the frequency of service,
speed and travel time, user cost, and system reliability. Community-based issues include social

objectives, environmental concerns, economicefficiency.and the role transit can play in improving
local travel mobility.

Given these different issues and their varying impact on transit service in Lodi, # is recommended
that Lodi Public Transit initiate a phased program of transit system improvements that will result

in the development of fixed route service and the continued provision of demand-response service.
Each phase is described below.
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PHASE | - DEVELOP/IMPLEMENT TRANSITION STRATEGY

Because of the ADA which requires the continuation of paratransit service for disabled individuals,
it would be useful for the City of Lodi to establish a transition strategy. The transition strategy
would include the following elements:

' the acquisition of larger vans for demand-response service;

= identification of enhancementsthat will improve the existing dispatch
system and help reduce system wait time;

1 hire additional dispatchers and other staff as required;

. initiate Sunday and passenger subscription service to increase
ridership and improve system productivity;

= purchase an automated data reporting system;

. secure FTA Section 9 funding; and

= develop a marketing plan to promote transit use.

Each of these elements are described below.

Acquire larger Vans For Demand-Response Service

The city has already begun implementing this transition element by ordéring two new nine
passenger vehicles for Lodi PbliC Transit. Each vehicle will be equipped with hydraulicwheelchair
Lifts for handicap access and are intended to replace smaller vehicles now in use. Similarly, the city
intends to replace two additional vehicles with new equipment during FY 93-94. To comply with
the ADA, all new vehicles will be quipped with hydraulic wheelchair lifts for handicap use.

Each \ehicle now operated by Lodi Public Transit travels. on average. nearly 18,000 miles each
year. With this heavy travel use, the need to maintain reliable equipment, and the anticipated
increase in system ridership, it is recommended that the transit system continue its vehicle
replacement program Ower the next five years. From an operational standpdint, the use of these
larger vehicles will provide transit system management more flexibility in meeting peak hour travel
demand and allow the system to meet future growth in system ridership.
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Improve the Existing Dispatch System

Steps should be taken to improve the existing dispatch system. Currently. ore person answers
incoming telephone albs,records the origin and destination information on a log sheet. contacts
a driver and routes the vehicle, and then monitors the pickup and delivery of individual passengers
by referring to the trip sheet. To simplify this process and to reduce the amount of work needed
for tracking passengers, the dispatcher could monitor the location of vehicles using a city map
mounted on the office wall. As vehicles are directed around the city, the dispatcher could move
acolored marker on the map showing the location of the vehicle. This would enable the dispatcher
to easily identify a vehicle in close proximity to a passenger, tell the passenger how soen they would
be picked up, and permit the dispatcher to monitor the location of each vehicle in the field.

As telephone calls are received. the dispatcher would time-punch a ticket (consisting of an original
copy and carbon backup) recording when the call was received and note the passenger's origin and
destiretion.  The ticket would then be placed on the wall map in the order the call was received.
When the passenger is picked up, the ticket would then again be punched showing the pickup time.
Finally, when the passenger is dropped off at his or her destination, the dispatcher would
timepunch the ticket athud time showing the destination time, The ticket would then be removed

from the board.with the original submitted to the city for reimbursement and the copy being kept
by the contract operator.

Another important improvement would be to add a second individual to tHe dispatch system
responsible for answering incoming telephone calls and for initially filling out the trip ticket. With
a 'receptionist” answering calls, the dispatcher would have fewer interruptions and enable her to
concentrate on the city map directing vehicles and maintaining radio contact with the drivers.
From a cost standpoint. it may also be desirable to have the receptionist work part-time and only
during peak travel periods during the day. say from 11;00 a.m. to 3:00 p.m., five days a week.

The basic goal in implementing these two improvements would be to reduce the wait time. As
mentioned earlier, one of Lodi Public Transit's service standards is to pick up riders and deliver
them to their destination within 45 minutes of their lll for service. While the 45 minute response
window is not considered excessive when compared with other demand-response systems, the

principal goal in implementing improvements to the dispatch system should be to reduce the
response window to no longer than 30 minutes.
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Hire Additional Staff

To implement improvements to the dispatch system Lodi Public Transit will need to reassign
existing staff or hue an additional individual to answer incoming telephone calls. TO minimize
additional costs, the receptionist could be used during the day when incoming calls are heaviest.

Initiate Sunday and Reservation/Passenger Subscription Service

Based on the results of the on-board and community surveys completed as part 'of this assessment.
there is public support for Lodi Public Transit to provide Sunday service. Should funding become
available. Sunday service should be provided on a trial basis to determine whether suffient
ridership exists to support the expanded weekend service.

Lodi Public Transit should also consider offering a reservation service for péople who want to
make their travel plans m advance. As part of the reservation system, the transit system should
also make available a 24-hour telephone answering service for people to use for either reserving
or canceling transit reservations.

Another way to improve transit system efficiency would be to initiate passenger subscription
service. This type Of service would be used by individuals whose travel schedules are predictable
and who require transit service at least several times each week. FOr example, a person in need
of Visiting their doctor tice or three days a week over a period of time may find this service

useful. Other subscription users would include students attending city schools and people
commuting to and fran work.

The implementation of this service could help reduce the number of people calling Lodi Public
Transit thereby relieving pressure on the dispatch system In addition, availability of subscription
service would help expand transit use throughout the community (particularly among students),
increase system ridership. increase farebox revenues, and improve public visibility of the transit
system. It is likely, however, that once fixed route service begins in FY 94-95. many of the people
using subscription service will shift Over to using the fixed route system.
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It s important. however. that subscription service not diminish the service performance for the
rest of the transit system. To avoid this potential problem, the transit system, for example. may
choose to use its larger vehicles for subscription service and then "pre-position’ them for demand-
response service once the majority of subscribers have been picked up and delivered. This would
coincide with the fact that most of demand-response ridership occurs later in the morning and in
the early afternoon. The improvements to the dispatch system and the use of the transit systems
operations map described above will also help the dispatcher minimize problems with the
integration of the subscription and demand-response service.

It should be noted that under the ADA, subscription service is not prohibited for complementary
paratransit service, but, it may not absorb more than 50 percent of the complementary paratransit
trips available at a given time. unless there is excess non-subscription service.

Purchase Automated Data Reporting System

CQurrently, Lodi Public Transit records all passenger trip information using handwtitten daily transit
system logs. These log sheets show the total number of trips made during the day, the total
number of passengers carried, and other basic information. The sheets are then collected, bundied,
and submitted to the city each week Once received, City staff then take this information and
compile a summary of operational data for the transit system. This data include figures, for
example, on total miles driven, total fuel used, total service hours, number of service days, average
miles per trip, and average vehicle fuel economy. Since no system operating cest data is reported

on a monthly basis, it is difficult to use the other data to effectively evaluate monthly system
performance.

With the eventual operation of both demand-response and fixed route service. monitoring system
performance and costswill become increasingly important. Consequently. it is recommended that
during the transition phase Lodi Public Transit assume responsibility for preparing detailed transit
system performance reports. TO aid wn this effort. the transit system should purchase, install, and
maintain an automated data reporting system capable of producing reports on state-mandated
performance indicators, on-time performance, ridership, operating costs, and other system data of
interest to the city. This system could. for example. simply consist of a personal computer using
spreadsheet and graphics software and a printer. Reports generated by the sytem should be
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submitted to city staffon a monthly basis and be used to evaluate the managenient and operation
of the transit system.

A similar data reporting system is followed for Lodi Taxi; however. even léss information is
currentlyavailable about tad service performance. For example, insufficient data exists to calculate
such standard performance indicators such as the cost per hour. cost per vehicle mile, the cost per
passenger hour, and the cost per passenger mile. Although many of the taxi cabs are privately
owned and may be used for non-taxi transportation (ie., private Use) making it difficult to track
taxi hours and mileage, it is recommended that each ta driver record this information on a log
sheet S0 the data can be used to evaluate the cost-effectiveness of the taxi service. The automated

reporting systemused for Lodi Public Transit could also be used for generating reports for the tax
service.

Secure FTA Section 9 Funding

During this period the city staff should also work with the COG to dotain Section 9 funding firom
the Federal Transit Administration. Based on information provided by the COG, Lodi’s annual
apportionment for FY 1991-92 was $490,772. While state guidelines limit the percentage of money
that can be spent on operating and capital costs, the securing of these funds will significantly
enhance the ags ability to successfully implement this transit plan. Federal guidelines do allow
for Section 9 operating funds to be used for capital expenditures; however, Section 9 monies can
not be used for operating costs,

Develop A Transit System Marketing Plan

With implementation of the service improvements described above, Lodi Public Transit should
also develop and implement a transit system marketing and promotion plan. The plan should
evaluate isslesinfluencing transit use in Lodi, identify specific steps for increasing system ridership.
discuss the design and distribution of marketing materials. and include an action plan,
implementation schedule. and marketing budget, An effort should also be made to identify
companies, service organizations, and other community groups who would be willing to distribute
Lodi Public Transit marketing materials to residents.

6-6 Arthur Baver G Associates, InC.



One way to offsetmarketing costs would be for the transit system to allow for local companies
and groups to purchase advertising space on transit buses. The marketing plan c¢ould provide size
and design guidelines, cost information. and other advertising details.

PHASE Il - PREPARE AN OPERATIONAL PLAN

During this phase the City df Lodi will need to prepare an operational plan fot implementation
of fixed mute service. The plan will reflect the information collected during this assessment but
also provide additional detail on key components of the new service including the following:

. Routes 1 Be Served. Survey findings and DAR logs suggest that
fixed mute service should include service to the Vineyard Shopping
Center and downtown Lodi. Other likely transit destinations include
area high schools, large employer sites (General Mills, Pacific Coast
Producers), area hospitals. and community centers.

= Scheduling.  The operational plan will need to identify route
frequencies and transfer points. Schedulingdecisionsshould consider
weekday Service. night service, and weekend service.

L Equipment Requirements, The operationalplan will need to identity
the number and type of vehides to be purchased, their seating
capacity, and other vehicle specifications,

" Farebox Structure. Using ridership projections, estimated systém
costs, and state farebox recovery requirements, the operational plan
wiill need to describe a farebor structure that ensures that the fixed
route service IS cost-effective to operate and complies with state law.

- Capital and Operating Costs. The operational plan will need to
identify capital and operating costs for the fixed route system, assess
the availability of system funding. including FTA Section 9 money.
and recommend a funding plan.
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- Marketing and Promotion. To encourage ridership for the fixed
route service, the operational plan will need to identify how existing
as well as new transit marketing materials and promotional activities
can be used to increase the likelihood for successful implementation
of the new service.

= How the Service Should Be Organized. Fixed route service can be
organized several differentways For example. the city could (1) rely
on acontractor to operate and maintain the service, (2) purchase the
vehicles but have a contractor operatea the system, or (3) operate and
maintain the service itself. S i each option will differ in terms of
cost and system flexibility, the operational plan should recommend
an organizational structure that best meets the city’s transit needs.

PHASH! - IMPLEMENT FIXED ROUTE ANDDEMAND-RESPONSE SERVICE

This phase. based on the work completed duringthe two previous phases. is desiznad to implement
both fved mute and demand-response service. With this in mind, a conceptual plan has been
prepared that consists Of the following elements.

Route and Scheduling Requirements

several routes have been identified and are suggested for serving major residertial and commercial
areas of the city. Two shuttle buses, for example, could travel each route operating on 20 or 30
minute headways and would use the Hutchins Street Square Community Center asa major transfer
station for the system. ThiIS assumes an average vehicle speed of 14 miles per hour (a planning
factor used by the Stockton Metropotitan Transit District) with sufficienttime for layover.

Possible transit routes, as shown in Figure 6-1, might include the following:

6-8 A.thur Bauer & Associates, Inc.



T "
Routes ; '
=5 § 22 Ham Lane / Downtown
™ ™ % Lowar Sac Rd/ Downtown / Chamkan ; ; ?‘7:*"“" Park
- wries | . Tokay High
@ Woodhadge / Dowrtown | J va’:w:rsm Center
R 4. Kolu FPark
Woodhridge Moad l | | 5 Morvyn's Dopaniment Storn
= [T 6. Lod! Memortal Hosplial
\ | 7. Saclal Secuslty Admin_ Crnter
I 8. Mulchina Strect Square
X | Community Contor
' 9. Court Housn/Police Station
. & Chy Bal
10. Chambor of Commeorce
) 11, Lod! High School
=4 | 12. Tramn Depot
b+ ‘ 13. Groyhourd Bus Depot
14, DMV
15. EDD
16. Woodbridge Comm_ Park
§ 17. Woodbridge Moblle Estates
18. General Mils
19. Lod! Stadium & Lawrence Part
Tusmer Road 20. Grapo Festival Complex !
d .
21 o
S : £
E -,S} 5
2 of &
—_
—
Hutchins Streel . 1
Sq. Comm. Center ( o 1Y)
g
=3
E Ja—
@
3
S
o
5
@ -
% oY
-
g |
%]
=X
g s
3 3 §l
g g &l
CITY OFLOD! g@ 3 g
z [
TRANSIT ASSESSMENT §:J
. i a
Figure 6-1 2 i
. . -
Potential Fixed-Route 3 51
Transit Routes ]
A ]
N T
0 02 04 0& GCB 1D T
PO s — N = | -
SCMF INWLFS




South Ham Lane/Downtown (total one way length, 3.2 milts). This
route would begin at the intersection of South Hari and Harney
Lane. The buswould travel north to Tokay, turn east to Crescent
Avenue, and then proceed north to Eim. At Elm and Church Street,
the vehicle would then head south. turn right on Walnut to the
Community Center. the end of the lire. After boarding and off-
boarding passengers, the buswould then return along the sameroute.
This would operate on a 20 minute headway.

Destinations along the route might include Beckman Park, Tokay
High School, the Municipal Service Center, Kofu Park, Lodi
Memorial Hospital, the Social Security Administration office, City
FHlll and the Chamber of Commerce located downtown.

Lower Sacramento Road/Downtown/Cherokee (total one waylength,
3 miles). This route would originate at the intersection of Lower
Sacramento Road and Lodi Avenue. Heading east on Lodi Avenue,
the buswould travel north on Crescent, and head east on Walnut to
the Community Center. At Church the buswould turn east on Eim
Street to Cherokee and then to the Department of Motor Vehicles
and the CaliforniaEmployment Development Department offi on
Oak Strest. After boarding and off-boarding passengers, the bus
would return along the same route.

Destinations along this route might include Lodi High School, the
Social Security Administration offie, the Chamber of Commerce,
the train and bus depot, the California Department of Motor
Vehicles, and the California Employment Development Department
office. This route would operate on a 20 minute headway.

Woodbridge/Downtown/Lawrence Park (total one way length, 5.4
miles). This route originates at Woodbridge Community Park and
folloxs Woodbridge Road south to Turner Road. Travelling east on
Turner, the bus would turn south at California until it reached the
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Community Center. After stopping at the Center. the bus would
head north to Lockeford Street, turn east and stop at Lawrence Park
before returning along the same route.

Destinations along this route include Woodbridge Mobile Estates,
the General Mills food processing plant, City Hali and the Court
House, Lodi Stadium (Lawrence Park), and the Grape Festival
Complex near Cherokee Due to its length, thisroute would operate
on a 30 minute headway.

As mentioned earlier, the operational plan to be developed during Phase II will describe in more
detail specific routes. the number of vehicles to be purchased, and the frequency in which the fixed
route system should operate,

Lodi Public Transit should continue its demand-response service but limit its use to (a) people
with physical or mental disabilities that predude them from using the fixed route system. or (b)
individuals who are not within walking distance of a shuttle stop and want to use the shuttle hus.

Potential Ridership

Determining potential ridership for any transit system is difficult to estimate. Given that ridership
can fluctuate from year to year depending on fare increases. changes in routes and schedules, and
other factors. many transit system look at historic growth and use this data to estimate future
ridecship. Yet, accurately forecasting future ridership is important because of its relationship to
farebox revenues and achieving the state's 20 percent farebox recovery requirement.

In this instacce, however. projecting future ridership for Lodi Public Transit is somewhat more
complicated with the desire to maintain demand-response service, initiate subscription service.and
ultimately implement fixed route transit service. In addition, it is difficult to predict the impact
marketing and promotion will kave on future ridership.

With these factors in mind, ridership estimates were developed using the following assumptions:
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= Between FY 82-83and FY 91-92 (estimated), Lodi Public Transit
ridership increased an average of 53 percent per year. More
recently, the average annual rate of growth between FY 89-90 and
FY 91-92 was 5.4 percent. Thus, itisassumed that the basic demand.
response ridership will continue to grow at an annual rate of 5.3
percent through FY 93-94when fixed route service is started. During
the remaining two years of the plan growth is forecast at 2 percent
per year.

. Beginning N FY 92-93. the proposed subscription service would ¢
offeredas part of the demand-responseservice. Its success will likely

be determined, in large part, by the effectivenessof the transit system
marketing plan.

For estimating purposes. it is assumed that subscription service will
result in a 2 © 3 percent Increesein annual ridership. or 1620 to
2,430 additionalpassengers peryear. (Projectionsbased onestimated
FY 91-92ridership of 81,130 passengers.)

o Beginning N FY 94-9%5 when fixed route ridership is implemented.
it is assumed that Lodi Public Transit will institute a new policy that
permits only non-armbulatory passengers to use the demand-response
service. |t is e-tiaated that this will result in approximately 70
percent OF the demand-response (and subscription) ridership to shift
to the fixed route service. Once established, it is estimated that fixed
mute service will grow at 5 percent for the two remaining years of

the plan

Table 6-1 shows estimated ridership for Lodi Public Transit. with separate estimdtes for demand-
response, subscription, and fixed route service. The transit system and city staff will need to

monitor ridership levels, and depending on ridership demand. may need to make system
adjustments on an as-needed basis
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TABLE 61 |
Projected Ridership for Lodi Public Transit

Fiscal Demand Subscription Fixed

Year Response Service (1) Route (2) Total
90-91 (actual) 81,130 N/A N/A 81.130
91-92 (est.) 86,600 N/A N/A 86,600
92-93 91,190 2,736 N/A 93,926
934 2,818 N/A 98,841
94-95 (3) 30,334 2,902 70,778 104.014
95-66 DA 1 2,990 74,317 108.248
96-97 31,560 3,080 78,033 112,673

(1) Assumes average annual increase of 3 percent.
(2) Assumes average annual incresse of 5 percent.
(3) Assumes 70 percent mode shift from DAR to fixed route service beginning

in FY o4

Vehicle Design and Specifications

Vehicles which are used as part of the Lodi Public Transit fixed route systemlishould meet the
following design specifications:

. Searing capacity, 12 to 15passenger;

" Wheelchair equipped and meet all requirements under the ADAE

. AIr Conditioning and

] Meet all applicable state and federal vehicle emission requirements.
If possible, the vehicles should operate using a *clean burning"

alternative fuel such as compressed natural gas, methanol, propane.
or electric power.
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As discussed in Section 2, San Joaquin County has been classified as a severe air quality noa-
attainment area by the California Air Resources Board (ARB). In 1991, th¢ ARB began
enforcement of new emission standards for nitrogen oxides (NOx) and for particulates, both
combustion byproducts from the burning of diesel fuel. As a result, diesel fuel buses arc now
required to use emission control technology (a particulate trap) to legally operate within the state.
Even with a particulate trap, diesel fueled buses are not anticipated to be able to meet 1998 federal
emission standards. It is also Likely that new NOx and particulate standards to be established in

1992 (and implemented by 1996) will preempt federal standardsand thus prohibit the sale of diesel
buses in the state.

Consequently, Lodi Public Transit should consider using alternative fuels for its vehicle fleet.
Alternative fuel options might include methanol, natural gas. propane, and électric powver.
According to data compiled by the Sacramento Metropolitan Alr Quality Management District,
the additional costs associated with the use of these different fuels vary from approximately $600
to $3,000 per vehicle. It is recommended that should the transit system decide to retrofit or
purchase vehicles using alternative fuels, a technology and fiancial analysis first be conducted.

Compliance With the Americans With Disabilities Act

When fixed mute service is implemented, federal law requires the City of Lodi to also provide
complementary paratransit service to individuals with physical or mental disabilities unable to use
a fixed mute system. This type of paratransit service is currently offered by Lodi Public Transit
as part of itS demand-response transit program.

Under the ADA, complementary paratransit programs must provide a level of service that is
comparable to that provided on the fixed route system. Although the law istargeted at those cities
with fixed route service but lacking comparable paratransit service, it does not require a city
implementing (emphasis added) fixed route service to prepare a paratransit plan. It is
recommended, however. that Lodi recognize the needs of its disabled residents and prepare a

paratransit plan. United States Department of Transportation regulations require that a plan
include the following information:
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. A description of the existing or planned fixed route system;
. A description of existing and proposed paratransit services;

o Information about the way in which passenger eligibility will be
determined; and

. A discussion of efforts to eoordinate the provision of service with
other public entities in overlapping Or contiguous areas.

Once the plan is prepare4 the Lodi City Council should approve the document prior to it being
reviewed and certified by the COG, the local transportation planning agency. The document

should then be submitted to the regional office of the Federal Transit Administration for final
approval.

Marketing and Promotion

Building upon the marketing plan developed during Phase I, the marketing plan should be refined
to incorporate fixed route service. As with the original document, an effective marketing plan must
identify the issues, problems, and opportunities associated with transit use m Ledi; establish
specific and realistic transit system marketing objectives; describe marketing strategies and tactics
to reach those objectives; define an organizational marketing strategy and one to two-year action
program; specify who is responsible for program implementation; provide a budget and schedule;
and provide for periodic monitoring and review of progress under the plan and for modifications,
as necessary.
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IMPLEMENTATION SCHEDULE >

The phased program should be implemented over a five year period as follows:

. Phase |- Develop/Implement Transition Strategy, July 1992through
June 1994. This phase will consist of acquiring larger vehicles,
improving the existing dispatch system, hiring additional personnel.
initiating Sunday and passenger reservation/subscription Sservice,
purchasing an automated data reporting system, securing FTA
Section 9 funding and preparing a transit system marketing plan.
The principal service performance goal is to reduce passenger wait
time from 45 to no longer than 30 minutes.

. Phase II ~ Prepare An Operational Plan, July 1993 through June
1994. The plan will include detail on peoposed fixed routes.!
schedulingand equipment requirements. farebox structure, estimates
of capital and Operating costs, marketing and promotion, and how
fixed route service will operate. The plan should also discuss how

best t0 integrate the foed route and demand-response transit
services. |

. Phase III - Implement Fixed Route and Demand-Response Service, '
July 1994, The fixed route service could initially consist of four to
SIX vehicles operating on two or three routes identified in Figure 6-
1. Lodi Public Transit will need to closely monitor both fixed route

|
and demand-response ridership and system costs. ]

LINKING IMPROVEMENTSTO SYSTEM OBJECTIVES

6-16 Arihur Bauer & Associates, Inc.



Objective 1:

Meet the transit needs of city residents.

Recommendations: ‘
Continue to provide demand-response service, initiate subscription service, and Hp!ement reliable
and convenient fixed route service to city residents. All new vehicles purchased iy Lodi Public

Transit will be handicap accessible. In addition, expand weekend service by providing Sunday
service.

Objective 2:

Provide for efficient and cost-effective transit service.

Recommendations:

Reduce passenger Wait time through improvements in the dispatch system, thd introduction of
passenger subscription service, and the purchase and use of an automated data reporting system
for menitoring system performance and productivity of both Lodi Public Transit and Lodi Taxi.

Objective 3:

Maximize resources available for management and operation of Lodi Public Transit.

Recommendations:

Implement improvements to the dispateh system, including the use of a receptionist to answer
incoming telephone calls, monitor system productivity using performance measures and other data
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. . . |
made available from the automated data reporting system. increase the fareboxirecovery rate from
10 to 20 percent by 1995.

Objective 4:

Secure stable sources of funding.

Recommendations:

Continue to make use of TDA funds for funding both Lodi Public Transit ald subsidizing Lodi

Taxi. Work with the COG staff to apply for FTA Section 9 funding, and take steps to develop
advertising as a revenue source.

Objective 5:
Foster community awareness and support for Lodi Public Transit. with cmpf-uasis on increasing
Recommendations:

Implement the recommendation for development ofa comprehensive teansit system marketing
plan to encourage public awareness of the transit system and to encourage its use. As system

efficiency continues to improveand with the introduction of service improvemerits, systemridership
should increase.

Objective 6:

Ensure that the transit service operates as scheduled and that all transit equipment has the highest
level of reliability and customer appeal.
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Recommendations: '

|

Implement the recommendation far improvements to the dispatch system. the purchase and use

of the automated reporting system. and the purchase of new vehicles for both demand-response
and fxed route service.
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SECTION 7

Recommended Financial and Capital Plan

This section presents the five-year financial and capital plan for Lodi Public ransit for FY 92-93
(beginning July 1, 1992) through FY 97-98. Both the financial and capital plan are based on the
serviceplan presented in Section 6. The financial plan reflects the expected system operating costs,

the revenue from the farebox, and federal and state resources necessary to meet these operating
needs over the next five year period.

FINANCIAL PLAN
The financial plan includes the following four components:

1 Operating Costs

' capital Costs

' Operating Revenue

e Capital Revenue Sources

Tables 7-1and 7-2 identify expacted revenues and expenses for demand-resp Inse service over the
next five years. Actual figures for the It complete fiscal year and estimated figures for the

current fiscal year are included so that comparisons can be made. Tables 7-3and 74 show similar
information for recommended fixed route service.

Assumptions for future costs are tied directly to the expected intlation cale and to increased
service. DB to the recent economic recession and the uncertainties in inflattonary increases from
year to year, a rate of five percent has been used for planning purposes. Lodi Public Transit must

continue to closely monitor the annual rate of inflation assumed in this and future transit plans.
Additional assumptions are as follows:

. For demand-response service. ridership is anticipated to increase at
8.3 percent through FY 93-94, when fixed route service begins.
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TABLE 7-1

Lodi Public Translt: Demand-Reaponse
Five Year Financlal Plan: FY 92 = FY 96

——

Actual Estimated P:d]octod >
FY 90-91 FY 91-92 FY 92-93 FY 8394 FY 94-95 (2) FY 95-96 FY 98-97
TRANSIT REVENUES (1)
Operating Fundr
Farabox Revenues (3) $43,578 $46,764 $52,655 $86,880 $26,604 $27. 228 $27.77
Other 25,883 1,000 0 0 0 0
LTF Funding = Qpetating 267,930 365,317 84,253 90,158 0 (0]
State Transit Assistance 5,221 58,660 47,711 50,574 33,608 56,828 80,23
T ion @ = Cperating 0 0 168,505 180,314 50,063 M.765 59.85
Total Opuorut anues: $242,610 $489.741 $383,123 $408,027 $130,365 $138,038 $147.86.
Sectior 3 T CapHal 0 0 $4,000 110,000

LTFFunding = Capital 0 0 23,500 0 0 0 o
Total Caplial Revenues: SO SO $117,500 $110,000 $0 $0 t ]

TRANSIT EXPENDITURES (4)
Opetations 268,831 303,273 322,985 343,979 109,801 117,045 124 6%
Gonere Administration 33.529 35,205 A7.454 39,931 12.750 13.507 14.471
Vehicle Maintenance 20,250 21,263 22,645 24,117 7.708 8,206 8,74
Subtotal; $342610 $359.74 1 $383.124 $408,027 $130,365 $138,839 $147,05.
Farebox Retum Rate (5): 13% 13% 22% 21% 20% 20% 19%
Told CapHal Cutiay! SO $110,000 $117,500 $110,000 SO SO ¢
Tolal Expenditures: | 342,810 $469.741 $500,624 $518,027 $130,365 $138,839 $147,86:
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TABLE 7-2

Lodi Public Transit: Demand— Response
Five Year Capital Budget: FY 92 = FY 96

Projected >

T Cw—

FY 92-93 FY 93-94 FY 94-95 FY 95-96 FY 96-97
REVENUES
LTFFunding = Capital
State Transit Assistance
Sectle - 9 (Capital Equipment Share) 117,500 110,000
Total Required $1 17,500 $1 10,000 $0 $0 $0
EXPENDITURES
Denland—-Response Systam
Replace Demand~Response Vehicles (1) $110,000 $110,000 $0 $0 $0
(Number of Vehicies) 2 2
Purchase Aurmated DataReporting Systen 5,000
instali Customer Service TelephoneLInes 2,500
Total Estimated Costs: $117.500 $1 10,000 S0 $0 $0

Note: (1) Vehicles assumed to cost $55,000 eac™
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TABLE 7-3

Lodi Public Transit: Fixed Route
Five Year Financial Plan: FY 92 = FY 96

L

QU] ‘seiEossy § Jeneg YUY

Acluw Estimated Projected >
FY 90-01 FY 91-92 FY$2~353 FY 93-94 FY 94-95 {1} FYe8~-98 FY 9697
TRANSIT REVENUES |
Qperating Funds
Farebox Recelpts (2) $0 S0 $0 SO $55,260 $57. 980 $60.835
LTF Funding = Opersing 0 0 0 0 92,240 93,295 81,703
State Transit Assistance 0 0 0 0 0 0 )
Section 9 = Operading 0 0 0 0 130.000 140.000 183,408
Totel Opearating Revenues! NIA NIA SO SO S277.500 $291,375 $305.944
Section  ~ Capital - - 120,000 126.390 25,000 0 0
LTF Fundinp = Capital - - 30,000 78.610 0 0 0
Told Capital Revenues! NIA NIA $150.000 S205.000 825,000 SO SO
TRANSIT EXPENDITURES (3}
Total Operating Coats 0 0 0 0 277.500 29t.575 305.944
Subtetsl; N/A N/A $0 SO S277.500 $291,375 $305.944
Farebox Return Rale; N/A N/A N/A N/A 0% 20% 20%
Total Capitel Outlay: - - $180,000 $205,000 $25,000 6] $0
— Total Expenditures: N/A N/A $150,000 $205.000 8302.500 $291,37¢% $505,944

Notes: (1) Flxed route servce begine; sseumes 70 percent mode shift from demand -respanss [0 (xed rout* service, includes system subscribers, end
assumesinitial introduction of 4 vehicles (3 end a spars), with 3vehicles operating 3,700 hours peryea,
(2) Estimate based on projecied ddership multiplied by the avg. farebox rsvenue per passengerol § 7%,
(3) Operating coss based onvehicle operating cos per hour of $25 multiplied bytetsl annual vehicle hours, end adjusted for infation,

Arthur Bauer & Associates, July 1992,
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TABLE 7-4

Lodi Public Transit: Fixed Route
Five Year Capital Budget: FY 82 = FY 96

— Projected >
FY 92-93 FY93-94 FY 94-95 FY 95-96 FY 96-97
LTF Funding 30,000 78,610
120,000 126,390 25,000
Total Required: $150,000 $205,000 $25,000 $0
EXPENDITURES
Fixed Route System
Purchase Vehicles for Fixed=Route Service (1) 150,000 150.000
{Number of Vehicles) 2 2
Construct Downtown Transfer Station 30,000
Constnuct/Install Bus Stops/Amenities 25,000 25,000
Total Estimated Costs: $150,000 $205,000 $25,000 $0

preneg nyly

Note: (1) Vehicles assumed 1o cost $75,000 each.

Arthur Bauer & Associates, July 1992,




For the remaining two years of the plan. ridership growth is
forecasted at two percent per year.

Qe fied route service begins in FY 94-95. ridership will inerease
by five percent per year through the planning period. It is also
assumed that subscription ridership will rely on the Fiied route system
for travel.

Operating costs are projected from current costs. The operating costs
consist 0f three components: vehicle operations, maintenance. and
general system administration expenses.

For dunand-response service, the vehicle operations budget ts based
on historical information and adjusted to reflect inflation and the
implementation of service improvements (a total of 6.5 percent).
S 1 it is assumed that 70 percent of the existing ridership will
switch t0 fixed route service, future vehicle operation costshave been
adjusted dowmnsward by 70 percent. Maintenance and administrative
costs have been caleulated in similar fashion

Since no historical data exists for determining Fied route service
0ostS.an average operatingcost per hour figure was developed based
on data contained in the 1989 UMTA Section 15 report for similar
size transit districts. Operating costs for fied route system with less
than 25 vehicles operated in maximum service ranged from $22 to as
high as $75 per hour.

According to the 1989 data, the City of Fairfield in Solano County
operated 7 vehicles inits fied route system at an hourly rate of $23.
Although this city has a somewhat larger population than Leodi, it has
similar characteristics such as land use and its proximity to major
urbanized areas. Using this as a guide, 523 per operating hour is
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used for forecasting Lodi's fixed route operating costs. which includes]
operations, maintenance. and administration.

Operating full-time during the week and accounting for Sunday
service, it is assumed that each vehicle in service will operate 3,700
hours per year.

OPERATING REVENUES

The financial plan relies on three primary sources of revenue to cover both c:zpitaj and operating

costs. (The capital program is discussed in more detail later in this section.) The revenue sources
include:

= Farebox revenues
. Transportation Development Act monies
. FTA Section 9 assistance

Farebox Revenues

The farebox revenue projection for the five year pknning period was estimatcd‘by multiplying
expected annual passengers y the average revenue per passenger expected based On the existing
transit system fare structure. TO achieve the 20 percent TDA farebox recovery rate, the City of
Lod{ will need to implement fare increases for its demand-response system. from 5.50 to f.65 for
elderty and handicap individuals and from 51.00 to 5130 for other individuals. Based on these
proposed fare increases, an average revenue per passenger rate of $.83 was used for projecting
farebox revenues. Qo2 implemented. fixed route service will cost 5.75 per person.

It is important to note that should the demand-response service be limited to elderly and handicap
passengers, state law sets the farebox recovery rate at ten percent. This plan isbased. however, on
the assumption that the demand-response system will continue to be used by the general public
and. as a consequence. subject to the 20 percent farebox recovery requirement.
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It is recommended that during the transition period and prior to the initiation of fixed route
service, the transit system review its farebox structure taking into account passenger ridership,
farebox revenue. and system costs.

Other Funding Sources

There are two additional financial resources available for public transportation in Lodi: (1) State

of Califomia Transportation Development Act (TDA), and (2) Federal Transit Administration
(FTA) Section 9 funds.

TDA funds include both Local Transportation Funds (LTF) and State Transit Assistance Funds
(STAF). The LTF funds are derived from a quarter cent sales tax on all items. the funds arc
apportioned at the county level according to population. The STAF funds are dérived from the
statewide sales tax On motor vehicle fuel and are available to local transportation operators once
appropriated to the State Controller, based upon an allocation formula FTA Section 9 fundsare
distributed through a block grant program based upon administrative formulas

Yran tion Development A A
Loca! Transportation Fund (LTF). As discussed earlier, LTF funds can be uséd to fund both

demand-response and fixed route service. LTF funds can also be used to subsidize the city’s taxi
service. |f all of Lodi's transit needs are met then these funds may be used to support road and
street improvement prograns. LTF’s first call of funds if for transit however. This plan shows
LTF going to transit in the amount necessary 1 prevent operating shortfalls.

State Transit Assistance Funds (STAF). State Transit Assistance Funds are' also important
sources of transit funds. These funds are subject to annual state apportionments and, in past years,
have been somewhat unpredictable. For purposes of this plan. STAF are assumed to increase by
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6 percent each year. This is consistent with revenue assumptions made in the draft "San Joaquin
County Transit Systems Plan.'

FTA Sectlon 9 Fundq

As of the 1950 Census, the City of Lodi’s population exceeded 50,000 residents theréby making the
city eligible to apply for Section 9 program funds under the Federal Transit Act of 1991, Section
9 funds can be used for transit operating, capital, and planning purposes. Lodi’s annual
apportionment for FY 1991-92 was $490,772. Under state guidelines, however. only $263,561 of
this amount can be used for operating assistance. The remaining funds may be use for transit
capital or planning projects.

To become eligible for these funds, Lodi would need to satisfy several matching requirements: 50
percent for net operating expenses and 20 percent for the net capital or planhing expenses.
Fortunately. local match requirements can be met using TDA monies. Farebox revenue, however,
cannot be used for the local match. Section 9 operating funds can be also be used for capital
expenses but Section 9 capital funds can not be used for operating costs.

For purposes of this plan, Section 9 funds are assumed to increase at a moderate annual rate of
2 percent. Shown in Table 7-5 is the anticipated amount of capital and operating funds available
to the (My of Lodi through the Section 9 Program over the next five years.

CAPITAL PROGRAM

Table 7-2and Table 7-4 present the capital procurement plan and budget for the demand-response
and fixed route, respectively. for the five year plan. The total program is estimated to cost
approximately $2.7 million, with the $607,000 attributed to replacement of demand-response
vehicles. the purchase of new buses fcr fixed route service, and other capital improvements.
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TABLE 7-5

Availability of Section 9 Funds to
the City of Lodi: FY 92~ FY 96

Fiscal Capital Operating

Year Funds Funds Total
FY 92-93 $231,755 $268,832 fS00.587
FY 93-94 $236,390 $274210 $510,600
FY 94-95 $241,118 $279,693 5520.811
FY 95-96 $245,940 $285,290 $531.230
FY %97 $250,859 f290.992 $541,851

Assumes annual increase of 2 percent.
Source: San Joaquin County Council of Governments. July 1992.

The :apital program assumes the continued availability of federal capital funds under the FTA
Section 9 grant program. With the capital plan as proposed, availability ofcapital funds is not
expected to be a problem. A summary of the capital expenditures programmed for purchase during
the five year program are as follows.

FY 92-O3 Capital Program

Beplace Demand-Response Vehicles

Lodi Public Transit has initiated a vehicte replacement program for its demand.response service.
Due to heavy vehicle s, anticipated increases in vehicle ridership, and the need for vehicles to
be handijcap-accessible, it isrecommended that two new vehicles be purchased during FY 92-93 and
FY 93-96. Each vehicle is estimated to cost $75,000.
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Purchase Automated Data Reporting Svstem

To improve transit system efficiency and productivity, it is recommended that Leodii Public Transit
purchase and install an automated data reporting system. This system could consist of a personal
computer. spreadsheet and graphics software, and a printer. This system will further increase
transit system staffs capabilities to tabulate, analyze, and display ridership and operational
information. Funds are programmed this year for the purchase of a computer, software. and
technical training.

Instalt Customer Service Telephone Line(s)

With the initiation of advanced reservation and subscription service. it is recommehded that Lodi
Public Transit install a 24-hour customer service telephone line. This telephone service will allow
passengers to obtain prerecorded information on fares, schedules. and other service information
and to also leave messages for transit system staff. Funds are programmed for the installation of
the telephone line and the purchase of a telephot.2 answering machine.

Purchase Fixed Route Vehicles

Funds are programmed for the purchase of one new 12 to 15 passenger bus for fixed route service.
Additional buses are to be purchased in FY 93-94. Assuming this vehide is air conditioned and
handicapped equipped, vehide costs are estimated at $75,000.

FY 93-94Capital Program

Replace Demand-Response Vehicles

The purchase of two more vehicles to replace existing equipment is programmed for this year. It
is a continuation of the program described in the prior year’s program.
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Purchase Fixed Route Vehicles

The purchase of two more 12 to 15 passenger vehicles for fixed route use are programmed for
this year. Again this is a continuation of the program described in the prior year's program.

Construct Downtown Transfer Station Kigsk/Shelter

Since the Hutchins Street Square Community Center will serve as the principal transfer station for
the fbed route service, it is proposed that a station kiosk and shelter be buitt. The kiosk would
have posted information on transit system operation and scheduling, fares, and dther relevant
material. The shelter would Likely be an enclosed structure with seating. It may also be necessary
to construct a bus turnout to accommaodate a vehicle boarding or off-boarding passengers.
Construct/Install Bus Stops/Amenities

Based on the operational plan to be prepared during Phase 11, Lodi Public Trans# will want o
construct needed bus stops and passenger shelters along the fixed route system. Thkese would be
built over a two year period starting in FY 93-%4.

FY 94-95 Capital Program

Construct/Install Bus Stops/Amenities

The construction and installation of bus stopsis a continuation ofthe program initiated in the prior
year's program.
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FY 9596 Capital Program

No capital costs are to be incurred during this fiscal year.

FY 96-97 Capital Program

No capital costs are to be incurred during this fiscal year.

MONITORING CAPITAL/OPERATING REQUIREMENTS

The availability of federal Section 9 funds will allow Lodi Public Transit to operate both demand-

response and fixed route service. However. the transit system may have difficultly in meeting
future operating and capital costs should these funds te reduced at some future date.

Historically, the City of Lodi has used a large portion of its TDA funds for streets and roads
improvements. FOr example, in FY 90-91, $788,988 or 75 percent of the total TDA funds available
{$1,051,853) was claimed for street and road improvement projects. Therefore, if federal funds
were reduced dramatically, a were eliminated at some future date, it might jeopardize the
provision of fixed route service in Lodi. Of course, a reevaluation of the service being proposed
would need to be undertaken to ensure that the TDA fundswere being programmed to address the
city’s priorities.

Tabk 7-6 summarizes the revenues and expenditures associated in implementiag a combination

demand-response and fixed route transit system for the City of Lodi for FY 92-93 through FY 96-
97.
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TABLE 7-6

Lodi Public Transit
Flve Year Finenclai Summary: FY 92 — FY 96

Actual Estimated Projected >
FY 90-91 FY 81-92 FY 92-93 M93-94 M94 - 95 FY 85-96 FY 96-97
TRANSIT REVENUES
Operating Funds
Farebox Recelpts
Demand-Response $43,576 $48,764 $82,655 $86,980 $26,694 $27,228 $27,773
Fixed-Route 0 0 0 0 55,260 57,980 60,835
Lodl Tad Service N/A: THIS ISOONTRACTURAL SERAVICE

Farebox Subtotal: $43,576 $46,764 $82,655 $86,980 $81,954 $85,208 388,608
Other 25,883 1,000 0 0 0 0 0
LTF Fundng ~ Operatng $267,930 $365,317 $84,253 $90,158 $142303 $148,180 $141,559
Stale Trarslt Assistance 5,221 56,660 47,711 50.574 53,608 56.825 60,234
Section 9 T Operating 0 0 164,505 180,315 130,000 140,000 163,406
Tolal Operating Revenues: $342,610 $469.741 $383,124 $408,027 $407,885 $430,213 $453 807
Section 9 ~ Capftal 0 0 214,000 236,390 25,000 0 0
LTF Fundng = Capital 0 0 53,500 78.610 0 0 0
lotal Caplital Revenuos: $342,610 $469,741 $267,500 $315,000 $25.000 $0 $0

TRANSIT EXPENDITURES
Total Oparating Costs: 342,610 359,741 383,124 408,027 407.865 430,213 453,807
~Subtolal____ $342610 $359,741 $383,124 $408,027 $407,865 $430,213 $453,807
Farebox Return Rate: 13% 13% 22% 21% 20% 0% 20%
Total Capital Outlay: 30 $110,000 $267,500 $315,000 $25,000 30 30
Total Expenditures: $342,610 $469,741 $650.624 $723.027 $432, 865 $430.213 $453,807
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